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Abstract
Higher education institutions spend considerable effort developing and maintaining quality
educational programs and experiences for their students. However, these great programs and
experiences can become best kept secrets if the institution is unknown. A positive reputation can
contribute to student recruitment; successful career placement for graduates; greater retention of
students, faculty, and staff; overall student satisfaction; and greater opportunities for the
institution. A poor reputation, on the other hand, can negatively impact its success in
recruitment; graduate career placements; and student, faculty, and staff retention. How does an
institution develop and build a positive reputation and become more widely known and
favourably regarded? This organizational improvement plan explores the theories and processes
of leading an internationally focussed, private, for-profit degree-granting business school located
in Vancouver, British Columbia, Canada through a process of change to enhance its reputation.
The plan focusses on the role of leadership and the processes to successfully navigate change in
an institution through the application of two leading change frameworks: the change path model
and Kotter’s accelerate model for change management. This study demonstrates how authentic
and distributed leadership theories are most appropriate for reputation development and applies
social exchange theory to underpin recommended approaches and a strategy to build an
institution’s reputation from the inside out.
Keywords: higher education reputation, social exchange theory, authentic leadership,
distributed leadership, higher education brand, organizational change

ii
Executive Summary
This organizational improvement plan (OIP) is about a higher education institution's
journey from having little presence in domestic and international education settings to becoming
an institution of choice that is regarded for the quality of its programs, student experiences, and
graduate outcomes. As the institution embarks on expanding its programming, a strong
reputation becomes increasingly important.
International Business School (IBS) seeks to expand its programming to include its first
graduate degree, a complex and potentially costly endeavour, yet, crucial for IBS's growth,
development, financial viability, and sustainability. A strong reputation, image, and identity are
essential for the recruitment of students, to attract and maintain desirable faculty and staff, and to
support students’ professional goals beyond graduation. This problem of practice will examine
how a small, private, for-profit undergraduate business school can enhance its reputation. It will
explore the way leaders influence how an institution is perceived, both internally and externally,
and how to lead change within an organization successfully.
Chapter 1 situates the problem within the internal and external contexts of the organization.
As a small, independent, private, for-profit degree-granting institution, IBS faces some unique
challenges. It embarks on a plan to enhance its reputation and presence in the global education
environment. Before IBS can move forward, it is essential to understand its history and
underlying assumptions that influence how the organization behaves and responds to the
proposed changes. This analysis exposes the complexity of the private degree-granting sector
within the province of British Columbia, Canada, and the additional challenges IBS faces in
gaining recognition and enhancing its reputation. Chapter 1 further introduces social exchange
theory, which underpins the relationship-building and reputation development approaches for
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IBS. Changing how others perceive an organization requires a leadership approach that fits with
the organizational culture and the objectives of this project. Additionally, Chapter 1 presents
authentic and distributed leadership theories, which will be the principle and most appropriate
leadership approaches for this OIP.
Chapter 2 introduces the frameworks that will help guide IBS through the process of
change. The project proposes the change path model (Deszca et al., 2020) and Kotter's 8 step
change process/accelerator model (Kotter 2012, 2014) as the processes for change. Additionally,
this project incorporates the Nadler-Tushman congruence model (Nadler & Tushman, 1999) and
the four-stage problem-solving model known as plan, do, study, act (Connely & Kirk, 2015) as
frameworks to support the process.
This chapter also discusses an options matrix that was used to analyze five different
options for moving forward with IBS’s reputation enhancement. Based on the weighting system
applied, two options emerged as the most favourable: developing the reputation and image from
within the organization and developing strategic partnerships. Furthermore, this chapter
considers the ethical considerations of organizational change, leadership, and reputation
development.
Chapter 3 develops a detailed strategy for implementing the change path model and
accelerator model. The plan builds on the idea that reputation building begins from within an
organization. Reputation is viewed as a long-term strategy that must be sustainable. The plan
emphasizes the development of employees as reputation ambassadors and presents a model than
can be used to guide the institution through the process of developing its reputation. Substantial
consideration is given to both monitoring and assessment and communications planning.
Measuring reputation is a complex process requiring careful planning to ensure that the desired
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outcomes are achieved. Reputation management also requires regular monitoring of the external
environment, mainly through social media. In other words, organizations need to develop
effective ways to learn what is said about them. The communications strategy emphasizes a
holistic approach that includes both outward messaging and receiving feedback.
This OIP is about an organization's careful look at itself to address how others perceive it.
Changing an institution's reputation is a complex and deep process that needs to begin from
within the organization before it can be conveyed outward. This process demonstrates that a
carefully planned approach grounded in theory and proven change frameworks aligned with the
organizational culture, objectives, and values will contribute to the successful implementation of
the change to achieve the desired outcomes.
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Chapter 1: Introduction and Problem
The International School of Business (IBS) is a private, for-profit, internationally focused
higher education institution (HEI) located in Vancouver, British Columbia (BC), which currently
offers two undergraduate degrees: one in business administration and the other in hospitality
management. In 2018, the Strategic Planning Committee began exploring new program
opportunities for the institution. Considering the future viability of IBS, the committee
considered seven key drivers: changing conditions in key markets; diversification of the student
population; mitigation of risk through overdependence on a particular market; shifts in student
demographics and consequentially demand for programs; future economic and employment
needs of the province; increasing global and domestic competition; and long-term growth and
development of the institution. Thusly, the committee concluded that IBS should introduce a
graduate degree program.
The success of the program is essential to the future of IBS. Therefore, its leadership must
successfully navigate regulatory approval; ensure the support of IBS's parent organization, the
Higher Education International Group (HEIG); and introduce a program that will be recognized
and accepted internationally and attract students. The development and enhancement of IBS's
reputation and image as a reputable and quality higher educational institution are increasingly
important.
An HEI’s reputation is increasingly becoming recognized as an important asset to the
organization (Gaines-Ross, 2005; Stoner, 2019). Reputation along with scholarly activity and
student experience is considered one of the three key components that portray institutional
quality in higher education (Brooks, 2005). In an increasingly competitive and global education
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environment, it is evermore important for an HEI to be able to develop a reputation that portrays
an institution in a positive manner (Chapelo, 2009).
This study will devote considerable discussion regarding institutional reputation. The terms
image, brand, and reputation are often used in similar contexts. For this reason, it is important to
define reputation as it relates to an HEI’s context and the scope of this study. Image refers to the
immediate impressions that people have about the institution and are usually based on short term
interactions. An institutional brand, on the other hand, refers to how the institution wants to be
perceived by others and conveyed through words, symbols and images that trigger an emotional
response. Similar to image, a brand relates to people's reaction to a visual or another symbol that
relates to the organization and products or services that it delivers (Hannington, 2004). Finally,
reputation is a social construct, and the word is derived from the Latin word reputationem,
meaning "consideration," or how others consider or regard you, whether it is good or bad. A
reputation is developed on the impressions that people build over time (Hanover Research, 2015;
Vocabulary.com, n.d.; Simpson, 2011). In this study, I will be referring to the development of
IBS's reputation in the context of it becoming known positively.
Organizational Context
Organizational context is a general term that describes the setting in which an organization
operates. Within an organization, culture is a set of shared assumptions that help describe how
the organization behaves (Schein, 2010). The culture of the organization does not exist without
reason; rather, it provides the context through which the institution, and its people can achieve its
goals (Paul, 2011). The IBS culture can perhaps best be described as a blend of traditional
managerial and collegial models (Berquist & Pawlak, 2007). IBS operates as a private for-profit
institution within the predominantly public BC higher education environment. There are
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administrative functions related to fiscal management, human resources, and business operations
as well as a robust collegial culture concerning academic program oversight This dual system
emerged through a determination to guard the programs' academic integrity from the influence of
business decisions. The emphasis on consensus-building, collaboration, discourse, and
participatory decision making are examples of the academic area's collegial culture (Berquist &
Pawlak, 2007; Manning, 2018; Paul, 2011). As a private, for-profit, higher education institution,
it has inherent qualities of traditional collegial culture. The collegial nature of IBS is evident in
its decision-making, meeting, committee structure, and discourse level, particularly regarding
academic matters or operational issues that affect academic matters.
IBS is also a business. It is tuition-dependent for revenue and receives no public funding.
Hence, there are also strong bureaucratic organizational influences on the operation of the
institution. At the same time, IBS is influenced by institutional theories through the BC higher
education regulatory environment. Furthermore, accreditation and articulation agreements with
professional associations and other institutions limit its autonomy in some ways. Simultaneously,
these organizations and regulatory bodies give IBS legitimacy and the ability to participate in BC
and Canada's higher educational environment (Manning, 2018).
IBS's parent company, HEIG, is an internationally focussed higher education organization
with operations in several countries. HEIG directly oversees finance, budgets, human resources,
and recruitment and appoints the president of IBS, who provides operational oversight of all
functions, staffing decisions, external relations, communications, and matters concerning policy.
In turn, the president reports to the regional senior vice president of HEIG. The academic
programs are overseen by the vice president academic (VPA), who serves as the chief academic
officer of IBS. The VPA reports to the president and the Academic Council (AC). The AC is
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delegated authority by the president to carry out the following four critical functions: academic
policy development, program development, academic standards, and quality assurance. The
council is comprised of faculty, senior administrative leadership, students, alumni, the
chancellor, and external members. There are six to seven external members, including the
chancellor, who are distinguished educators with extensive senior administrative experience
within the Canadian public university and college system.
Figure 1
IBS Organizational Chart

Historical Context
Until 2018, IBS was a relatively small institution with an enrolment of about 160 students.
The culture of the organization was quite collegial and often described as a family-like
atmosphere. In 2004, IBS received consent to offer its first degree, a Bachelor of Business
Administration. It was one of the first private institutions to be granted consent to award degrees
in the province. In 2013, the institution received consent to offer its second degree, a Bachelor of
Hospitality Management, but enrolment in the program did not begin until 2017. In 2017, there
were nine faculty members but only one had a full-time position. While most faculty were part-
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time (sessional), many effectively had full-time instructional loads, and many had been with the
institution for more than five years (University Z, 2020).
IBS was initially part of an organization that was primarily known for vocational and
training programs. It struggled with its identity as a degree-granting institution and gaining
recognition and acceptance within the BC higher education setting, which was not receptive to
private, for-profit higher education programs (Cowin, 2013; Li & Jones, 2015; Shanahan &
Jones, 2007). In 2013, IBS was established as a separate entity with a distinct name to help
distance the parent company's connection. Under the guidance of the AC, the institution pursued
a cautious and conservative path placing a strong emphasis on protecting its reputation by not
taking any risks concerning quality and maintaining high academic standards. It established a
new vision and mission that emphasized a commitment towards quality, creating opportunities
for students, and linking education to employment outcomes.
The name change was accompanied by a new branding initiative, which included a new
motto, "International Thinking, Individual Focus." This motto has become an important part of
the organizational culture, particularly over the past two years as IBS has matured and
developed. The mission and vision create a sense of aspiration as they refer to a desire to be
recognized (University Z, 2020). The reference to recognition suggests a need to justify itself
which could be attributed to the attitudes towards private education and the negative perceptions
within a publicly dominated education system. This may have resulted in IBS presenting a
defensive posture and, in some ways, conveyed a sense of self-perceived inferiority.
In 2016, IBS was acquired by HEIG. Following the change in ownership, in 2017, IBS
underwent several changes, including a change in leadership following the former president’s
retirement, the development and expansion of student and support services, the introduction of a
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new student information management system, and a more robust student recruitment initiative
through the global marketing network of HEIG. While HEIG made substantial changes in the
organization, it has respected the academic program area's autonomy and the existing collegial
culture.
Since 2017, the institution has experienced significant growth. Enrolment increased to over
1,600 students, of which approximately 60% are seeking degrees in business administration, and
40% in hospitality management. About 98% of the students attending IBS are international
students. In 2018, IBS moved to a larger, more prestigiously located campus. Additionally, the
number of faculty and staff increased to over 80, including eight continuing, full-time faculty.
The faculty represent the international diversity of the institution and most instructors hold
terminal degrees (University Z, 2020).
IBS is an organization that has and continues to undergo significant changes. In 2018, the
Strategic Planning Committee began the development of a proposal for a master’s degree. The
introduction of a master’s program also triggered a review of policies leading to discussions
about the impact on the organization, its culture, and practices (University Z, 2021).
External Organizational Context
IBS is authorized to deliver degree programs under the BC Degree Authorization Act
(2002) administered through the Degree Quality Assessment Board (DQAB). Degrees must
receive consent from the provincial government minister in BC who is responsible for advanced
education (Degree Quality Assessment Board, 2017). All degrees must undergo a comprehensive
review process, which begins with a public peer review. Degree proposals can then move
forward to a program review from an expert panel that is usually comprised of senior educators
from other public institutions in BC. A formal organizational review is also required if the
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institution is offering a degree of a new level. The organizational review evaluates the
institution's readiness and capacity to deliver the degree. Private institutions undergo a review of
each degree program and an organizational review every five years. All institutions are required
to provide an annual report to the ministry.
IBS has a positive standing with DQAB and completed regular five-year program and
organizational reviews in the past two years. IBS also maintains good standing with the BC
Council for Admission and Transfer, the province's institutional transfer system, and holds other
required designation statuses for student loans, immigration, and provincial quality assurance
(BCCAT, 2021). IBS has also established professional designation agreements for accounting,
human resources, and international trade. These agreements allow students to receive advanced
standing for meeting the educational requirements for professions such as the Chartered
Professional Accountants of BC and the Chartered Professionals in Human Resources for BC
and the Yukon. These are the same level of recognition students would achieve at a major public
university in the province.
While IBS has had a presence in the BC higher education environment and developed
substantial relationships through its professional designations, it has had a relatively low profile
regarding local and international recognition and acceptance. It has never faced any issues about
its ability to award degrees from the provincial government. However, within education circles,
such as provincial articulation committee meetings, both IBS and other private degree-granting
institutions, particularly those with career college connections, have faced challenges with
recognition and acceptance (Cowin, 2013; Li & Jones, 2015). Private institutions like IBS were
excluded from membership in associations such as the Colleges and Institutes Canada and
participation in some immigration and scholarship programs. The governments of some countries
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do not recognize degrees from BC private institutions, and private institutions cannot participate
in some provincial and federal initiatives.
Public institutions also have a perception that courses taught at private institutions lack
quality and academic rigour. Incidents with some private degree-granting institutions fuelled a
sense of distrust and concern regarding the quality of education in the private sector by both
provincial regulators and public institutions (Culos, 2005). For example, Lansbridge University
was a private, for-profit institution founded in New Brunswick that received consent to offer
degrees in BC in 2004. It operated for about two years until its consent was revoked by the
provincial government in 2007 due to breaches of conditions set out by DQAB (Steffenhagen,
2010; CAUT, 2010). The practices that led to the eventual shutdown of Lansbridge University,
shortly after private degrees were authorized in the province, left many questioning the decision
to expand the ability for private institutions to offer degrees (Observatory, 2007; McQuarie,
2008).
More recently, the vulnerability of private education has emerged with the closure of
language schools due to the COVID-19 pandemic (CBC, 2020). With the vital role of
international education, the positive reputations of all institutions are essential. A mistake by one
could have an impact on others. Hence, both the government and other HEIs have become
increasingly sensitive about the quality of educational programming and other institutions'
conduct, which places higher expectations on IBS to demonstrate its integrity.
Leadership Position and Lens Statement
Leadership can be viewed from the perspective of the individual, the people, and the
organization. As president of IBS, I will have overall responsibility for this project, and my
personal leadership style will have an impact on the way in which others approach the project.
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For instance, among the staff, I will foster a sense of ownership of the project and focus on
collaboration instead of individual efforts. Finally, one must consider what type of leadership is
required by the organization and, specific to IBS, what is needed to meet the expectation of
HEIG.
Effective leadership is best achieved when personal leadership can align with both the team
and its needs (Cashman, 2017). Best suited to achieve the goals of this project is a leader with an
authentic approach who can work with all stakeholders, including employees within the
organization, those of the corporation and those external to the organization, such as
governmental bodies, peer institutions, and industry. Authentic leadership (AL) involves a sense
of personal awareness, strong ethics and moral grounding, and relational development between
the leader, followers, and others (Aviolo & Gardner, 2005; George, 2003; Northouse, 2013;
Thacker 2016). The focus on self and staying true to self is formed through the relationships with
others, and AL promotes the cultivation of relationships at the group and organization levels
(Duignan, 2014; George & Sims, 2007). Reputation and acceptance are gained through
developing trust and positive relationships with others (Iqbal et al., 2019). In other words, AL is
well suited to serve the organization and its desire to enhance its reputation within the education
and business communities.
As will later be explained, reputation needs to be developed from within the organization
(Judson et al. 2009). This project, therefore, requires a leadership theory that helps develop
employee engagement and ownership in the process. Greater organization engagement not only
helps in the development and projection of an institution’s reputation, but it also helps to ensure
greater buy-in and, hence, a greater likelihood of success. One of the main issues in forwarding
an organization's reputation and image stems from a lack of consensus on the dimensions that
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make up an organization's image (Lafuente et al, 2016). Distributed leadership (DL) aligns with
the focus of this project because it helps to promote employee ownership, engagement, and a
sense of shared purpose (Spillane, 2005; Harris, 2008).
As president, I will oversee and lead the reputation enhancement initiative. While there are
elements of inherent authority by virtue of the president’s role, I will need to build relationships
of trust internally and externally. Although IBS has had strong employee satisfaction over the
past few years, given the considerable transition that the institution has undergone with changes
in ownership, employees, and critical leadership positions, the cultivation of trust is an ongoing
effort. Hence, a change leadership approach is more appropriate than a change management one.
Deszca, Ingols, and Cawsey (2020) differentiate between change leadership and change
management noting that change leadership is more visionary with an entrepreneurial and
innovative approach. Change leaders, they further describe, are trustworthy, act with integrity,
and lead by example. They are flexible while remaining focussed on the goal. Change leaders are
effective communicators and have both the experience and networks to achieve the desired
outcomes (Deszca et al., 2020). Furthermore, change leaders can engage and motivate others and
garner support for the initiative. Most change management processes involve acknowledging that
the leader must be able to rally support. Kotter (2012) refers to this as assembling a 'guiding
coalition'.
For this project, an AL approach will be applied, which works in conjunction with a DL
approach. Sergiovanni (1984) suggests eight critical management competencies for leaders:
attention, meaning, trust, self, paradox, effectiveness, follow-up, and responsibility (Sergiovanni,
1984). AL approaches support Sergiovanni's critical competencies concerning the importance of
cultivating trust, responsibility, and self-reflection. Authentic leaders effectively establish

11
trusting relationships and are skilled in balanced processing (Aviolo et al., 2005; Cashman, 2017;
Duignan, 2014; George, 2003; Thacker, 2016; ). They are also highly aware of themselves, their
behaviours, their leadership purpose, how they communicate, and their relationships with others.
Moreover, authentic leaders seek honest feedback to better understand themselves and the
context in which they work (George & Sims, 2007). Furthermore, a high sense of awareness
allows an authentic leader to adapt their style to best fit a situation. Such attributes are important
to developing meaningful and enduring relationships and to working with people in different
environments and situations.
A relatively new discipline, AL developed within philosophy and psychology and is
characterized by a leader's sense of self-knowledge, self-regulation, and self-concept (Avolio &
Gardner, 2005; George, 2003; Northouse, 2013; Thacker, 2016; Walumbwa et al., 2008). The
ability to process situations internally combined with a high sense of self-awareness suggests that
leadership begins from within and projects outwards (Cashman, 2017). Authentic leaders are
highly aware of their environment and people and consider a broad range of information when
making decisions. They can self-monitor and pay attention to both external feedback and their
own internal cues at the same time. As noted above, this is known as balanced processing, which
contributes to having a high sense of 'selves' awareness and allows leaders to adapt their
behaviour and approach in different circumstances (Thacker, 2016).
Additionally, authentic leaders convey genuineness and lead from a strong sense of
personal conviction and trueness. This style of leadership articulates well with a project that
involves relationship building. Authenticity is critical in developing organizational identities and
perceptions of those images (Molleda & Jain, 2013). The performance of an organization is
enhanced when a leader understands the people and the situation; acts on strengths, beliefs and
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values that are true; and encourages others to do the same (Walumbwa et al., 2008). AL also
involves the empowerment of other people, which is acknowledged as essential to achieving
better and more sustainable results. Leaders do not regard success as a personal achievement or
developing a following. Instead, it is grounded in achieving the desired objective and mutually
beneficial success (George et al., 2007). Concomitantly, DL is, as the name suggests, where
leadership is shared with groups or individuals within the organization (Spillane et al., 2001).
This process helps to create a broader sense of engagement and inclusiveness in the organization.
When implemented correctly, it empowers others to take greater responsibility and ownership,
motivates their performance, encourages mentorship, and enables greater organizational capacity
(Spillane, Halverson & Diamond, 2014).
The terms team, democratic, shared, inclusive, collaborative, and DL are sometimes used
synonymously. While they share similar concepts of distributing responsibilities amongst others
in the organization and similar principles for leading, there are some underlying differences
(Goksoy et. al., 2016; Northouse, 2013; Spillane & Diamond, 2007). DL is not merely an
exercise of assigning tasks and responsibilities to people; instead, it is a developmental process
of collective learning where others in the organization emerge as influencers and assume
responsibilities for leading and mentoring others (Goskoy et. al., 2016; Harris, 2008). This form
of leadership aligns well within an academic environment (Bolden et al., 2009; Bolden, 2011;
Jones et al. 2012). It is an appropriate approach for reputation building as it aligns with a concept
that an institution’s reputation is everyone’s responsibility and something that is built from
within (Judson et al., 2009; Nguyen, & LeBlanc, 1998). Through the opportunity for different
people to assume leadership roles, DL helps to build peoples potential and organizational
capacity (Harris, 2008).
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For me, the decision to follow both AL and DL approaches were not simply about
choosing a model because of its appropriateness to help achieve the goal of developing the
reputation and image of IBS. Rather, it was more about the leadership styles emerging from my
own values and finding an alignment between what type of leader I aspire to be; the type of
leadership required for this project; and the type of leader that best fits the organization. This
process of discovery has been one of the highlights of my learning.
Leadership Problem of Practice
IBS is embarking on a project that will have a transformational impact on the organization.
The school, which currently offers two undergraduate degrees, will soon introduce a graduate
program. The new program's success is vital for the institution's future financial viability and
sustainability, and its growth, development, and reputation. This success will primarily be driven
by the school's ability to achieve consent from the provincial government and to attract students.
The perceived reputation will influence both the consent and future recruitment, institutional
capacity, program quality and future benefit of students by industry, educational regulators, and
peer institutions. IBS's leadership must understand the organizational cultures and contexts in
which it operates and employ appropriate theories and approaches to navigate the organization
successfully. It is important that leaders understand how they influence the way an institution is
perceived, both internally and externally, and the importance of leading change within an
organization. This problem of practice will examine how a small, private, for-profit
undergraduate business school can enhance its reputation.
IBS desires to be regarded by industry, students, regulators, peer institutions, and the
general markets as a quality institution offering undergraduate and graduate degree programs. To
achieve this, IBS must transform the organization and its culture to demonstrate the ability and
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confidence in delivering its programs and conveying a positive image of IBS as an institution
that is more widely and positively recognized by others.
Creating an image and reputation in higher education is challenging, particularly in
international markets, as IBS is pursuing. How institutions perceive themselves and how others
perceive them is not always the same (Amaia et al., 2017). HEIs commit considerable resources
to developing marketing, public relations, and advertising because an institution’s brand and
reputation is a significant asset (Curtis et al., 2009). Balmer and Liao (2007) note that a degree is
like a lifetime membership to an institution and a connection to the brand that defines one's own
identity throughout their life. Institutional image is derived from within the culture of an
organization, and it defines and reinforces cultural attributes. The real and perceived image and
reputation contribute to awareness amongst all stakeholders about who the institution is and what
it stands for (Curtis et al., 2009). IBS's leadership must develop strategies to expand and create
an identity that will promote its image successfully and promote its graduates' successes.
Framing the Problem of Practice
Organizational Theory and Frames
For an organization to effectively adapt to change and, in the case of IBS, engage within
the external environment, it must understand the organizational culture and how it functions
internally to project that image externally. Edgard Schein suggests the strength of an
organization's culture is influenced by how long the group has been together and how much
change it has undergone (Cacciattolo, 2014; Schein, 2016). IBS is a very different organization
from what it was three years ago because of the changes that the organization has experienced:
new ownership and induction into a new organizational culture, change in campus location,
substantial growth, change in student demographics, change in leadership and key personnel,
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program expansion, and organizational restructuring. Despite these changes, many of the
organization's underlying values and basic assumptions and beliefs about the organization and its
way of operation have carried through the transition.
Edgar Schein's cultural theory model provides a helpful framework to gain insights into
IBS's organizational context (Cacciattolo, 2014; Schein, 2016). Schein proposes that an
organization's culture can be examined through its visible artifacts, exposed values, and basic
assumptions (Schein, 2016). Visible artifacts are aspects of the organization that can be openly
seen. IBS’s motto, 'International Thinking, Individual Focus', is an example of an artifact which
developed before the new ownership and has carried through the transition. It conveys an
important insight into the organization's values and its approach to working with students and its
global perspective. A second set of artifacts is the number of articulations and pathways with
professional associations that IBS has developed. These relationships provide a foundation for
the organization’s emphasis on building future professional opportunities for students. The third
artifact is the institution's logo, which conveys an image of forward and upward mobility
(University Z,2020). The logo suggests the aspirational nature of the organization and indicates
forward movement, growth, and advancement.
Although IBS has some strong cultural traditions, there has been a significant change in
personnel, as previously noted. The leadership team is comprised of people who have a strong
entrepreneurial spirit but limited experience in senior higher education leadership. Most are
driven by a sense of opportunity to create and build the organization. The current leadership team
has demonstrated the ability to apply innovation, resiliency, and adaptability through a successful
response to the COVID pandemic (University Z., 2020). As Schein notes, success in the way an
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institution responds to crises helps to reinforce those behaviours, which contributes to the
development and acceptance of new cultural beliefs (Schein,2016).
This project is grounded in social exchange theory, whose origins can be traced to the work
of B. F. Skinner, Karl Marx, Marcel Mauss, and Claude Levi-Strauss (Gergen et al., 1980;
Tittlebrun, 2017). Social exchange theory developed in the late 1950's and early 1960's blending
concepts of social relations with economic theory. It proposes that people develop relationships
or exchanges based on those that provide the maximum payoff (Emerson, 1976; Gergen et al.,
1980; Homans, 1958). People as individuals and representatives of the organizations they
represent will weigh the risks and benefits in their relationships, and when benefits outweigh the
risk, the relationship has a greater likelihood of succeeding. When the risks outweigh the
benefits, however, people will eventually abandon that relationship (Cropanzano & Mitchell,
2005; Gergen et al. 1980; Homans, 1958).
For IBS, its reputation will be enhanced through forming positive and constructive
relationships with other educational institutions, industry and professional associations,
government and regulatory agencies, students, alumni, and those who support recruitment. When
there is mutual benefit, both parties are more likely to reciprocate in maintaining the relationship
(Cropanzano & Mitchell, 2005). What each party considers beneficial will depend on their
interests and priorities. For example, where one party may be motivated by financial gain,
another may be motivated by more altruistic reasons or strategic alliances. Therefore, it is not
only a question of presenting a value proposition; rather, it requires a shared understanding of
each parties' values, interests, and motivations.
The AL approach aligns with social exchange theory since transparency and building trust
contributes to a better understanding between parties and a heightened awareness of their
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interests and what motivates them (Farid et al., 2020; Iqbal et al., 2019). Trust is considered a
fundamental underpinning of partnerships and in team performance. Where there is a high level
of trust, stakeholders are willing to take higher levels of risk (Burke et al., 2007; Hakenen et al.,
2016). Trust and relationships are built through the frequency of the interactions between parties
and expectations and positive outcomes or gains of the interactions. Based on their prior
experiences, people will determine what are the best choices for themselves (Koenig, 2012). The
level of influence and reverent power that one has over the other party, such as in the case of IBS
in its relationship with regulators, colleagues at universities, and its AC, and trust in both the
leader and the organization takes on greater importance regarding enhancing its reputation
(Kezar, 2018; Dirks & Ferrin, (2002).
People, organizations, and institutions can be motivated by various factors. As a for-profit
institution, financial sustainability is an underlying assumption behind all decisions for IBS. This
does not mean that all decisions must be based solely on profits. However, decisions must be
rationalized in a way that makes sense to the organization's financial well-being and viability.
HEIs, whether public or private, must be financially sustainable to continue. Public and not-forprofit private institutions have a broader way of defining profitable as there is a greater social
benefit context to consider; but financially, they should be at minimum not for loss. The dire
circumstance of Laurentian University is an example of the consequences when an institution is
not financially sustainable (Dunne, 2021).
The provincial government has an ethical responsibility that is conveyed to degree-granting
institutions for responsible fiscal management. Public colleges and universities in BC, for
example, are required to sign government directed mandate letters each year, which outline the
government’s priorities and a commitment to responsible fiscal management (BC Ministry of
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Advanced Education, 2020). Public institutions must also demonstrate the demand and the
benefit of new degree programs as a part of the application and approval process (Degree Quality
Assessment Board, 2017). This includes the social benefit that the degree will bring, how it will
contribute to the provincial economy, and its financial viability.
Neoliberal influences on education have prompted discourse regarding the purpose of
higher education. For example, is its purpose to develop an educated society or is it to train a
workforce (Busch, 2017; Millora, 2010)? A further question that arises is who benefits from
higher education and, therefore, who should pay? In the United States, the tension between
public and private good is seen through the move from grants to loans, an indication that students
should bear the responsibility of paying for their education (Manning, 2018; Millora, 2010).
The Bolman and Deal four frame model provides a means to understand the cultural
context better as one analyzes the proposed change concerning leadership image and challenges
as shown in Appendix A (Bolman & Deal, 2008; Buller, 2015). Leadership theories that will be
followed through this project allow for flexibility to adapt to different groups and situations both
internally and externally. The leader's qualities can be examined through a structural frame as an
architect who helps to build and create the organization and ensure appropriate resources are in
place. Structures exist to ensure legitimacy, and processes are developed to guide the
organization. Through a human resource frame, the leader needs to cultivate a sense of team
confidence and employee empowerment. This is critical to help create the buy-in to introduce the
graduate program and develop a strong sense of identity and pride in the organization, which will
be conveyed externally. Using a political frame, the leader must advocate for resources to
support the institutional initiatives, cultivate the necessary external and internal relationships,
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and resolve conflict as needed. Through a symbolic frame, the leader must create a vision and
introduce symbols that will reinforce the institution's changes.
IBS has often been described as a family, where most of the faculty and staff could gather
around the table. People had multiple roles, and there was a strong emphasis placed on discourse.
Employees had a strong sense of engagement and commitment, which could be regarded as a
team leadership approach, where everyone was a part of the team. The organization is changing
and will continue to change because of growth and new vision. The main challenge for
leadership is maintaining the sense of inclusiveness that has created a strong foundation for the
organization while allowing greater efficiency and focus on expertise areas. Therefore, the
president has a precarious role of being a bridge from the past to the future and helping IBS
employees to make sense of and adjust to the changes ahead (Paul, 2015).
IBS operates in an educational environment that is dominated by the public sector. There
are relatively few private institutions in Canada although, many public institutions were initially
private (Jones, 2014; Li & Jones, 2015). We have a well-funded, well-respected university
system that covers most study areas and is open to new and emerging initiatives. As Usher
(2016) offers, "with few niches to fill, there is not much room for private providers." An
additional challenge for private institutions in Canada is the lack of a formal national
accreditation system. Without an accreditation framework, higher education has essentially been
a 'public monopoly' (Jones, 2014; Shanahan & Jones, 2007; Skolnik, 1987). While there are
several forms of accreditation that IBS could pursue, it must consider the cost of joining and
maintaining such accreditation, and the impact on its autonomy and culture (Lejeune et al. 2015).
A PEST (Political, Economic, Social, and Technological) analysis provides a useful
assessment of different factors surrounding this OIP (Mimick & Thompson, 2001). Political
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considerations focus primarily on the recognition and acceptance by provincial regulators and
other public institutions. Here, the key concerns are quality assurance, consumer protection, and
graduate outcomes, or employability. While the educational market can be considered
competitive, given the market's growth and IBS program's international focus, it should not be
regarded as a significant threat to the public sector (Manning, 2018; Millora, 2010). However,
there is also little motivation for public institutions to support such an initiative by IBS. A
challenge for IBS will be to seek opportunities for mutual benefit and foster relationships.
The anticipated labour market shortage in BC over the next decade supports the initiative
for the development of a master’s program (Nott, 2021). According to the BC Labour Market
Outlook, 'soft skills' developed through a management degree will be in demand (BC Outlook,
2018). The federal government’s International Education Strategy (2019-2024) focuses on
drawing students worldwide to support future labour market needs and economic expansion
(Global Affairs Canada, 2019). Therefore, IBS should expect to see support both provincially
and federally through immigration policy and support for increasing international student growth
and diversity in Canada's international student population (CBIE, 2018; Ross, 2020).
Canada's international students' enrolment growth leads to other social considerations such
as future immigration patterns, demographic representation, and settlement patterns. Program
curricula should consider more than traditional management; it must also view a social agenda to
help students adapt to living in Canada and potentially becoming citizens. Successfully
conveying this sense of corporate social responsibility should help IBS present a stronger case
for the program and gain support and acceptance within BC. Corporate social responsibility also
emerges as an important theme concerning the environment. The UN Principles for Responsible
Management Education was established in 2007 to change how business schools educate (Parkes
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et al., 2017). Management education is no longer viewed as merely the transmission of objective,
value-free knowledge. There are now expectations of raising ethical consciousness and respect
for the environment (Nonet et al., 2014). Today, an institution’s reputation is related to its
actions to promote social responsibility and sustainability (Gaines- Ross, 2008; Hannigan, 2004;
Miotto et al., 2020). Therefore, it is important for IBS to embrace values of social responsibility
as a part of its own organizational culture.
Technical aspects must also be considered in program planning. As seen with the COVID
pandemic, institutions must be ready to adapt to new delivery methods, and the skill of working
with technology in the workplace has now become a vital graduate outcome. It ultimately will
contribute to the strengthening of the reputation of the institution.
Developments in communications technology have also broadened the acceptance of
virtual relationship-building and created new partnership opportunities. Conferences, meetings,
and workshops are now easily accessible online, which levels the playing field for institutions
whose budget and time constraints may have previously restricted their participation. There is
also a noticeable shift in the ways in which institutions are promoted. More authentic forms of
endorsement made through social media have grown in importance as a means for which
students collect information and build perceptions of institutions. Additionally, social media and
digital technology have also made institutions more transparent. The ability to share information
widely and rapidly can help to build or ruin an institution's reputation very quickly.
As a small, private institution, IBS must continue to develop its programming to ensure its
long-term viability. The Strategic Planning Committee identified that a graduate program was a
natural progression for the institution and necessary to remain competitive in the global
education market. Even considering the COVID pandemic, interest in Canadian undergraduate
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programs remains strong, and there is a growing demand for graduate programs (Ross, 2020).
Due to the high cost of education in Canada for international students, many prefer to complete
an undergraduate degree in their home country and complete a two-year post-graduate credential
in Canada. A two-year program is desired as it allows students to qualify for the maximum
length of post-graduate work permit. Diversification is crucial to IBS's global perspective and the
goals of the federal government's strategy on international education. It is also an important
factor in mitigating risk by not becoming over-dependent on specific markets. Thus, a graduate
degree will create new market opportunities for IBS (Graduate Management Admission Council,
2018; Marcus, 2019; Statistics Canada, 2020)
Guiding Questions that Emerge from the Problem of Practice
Several key lines of inquiry stem from the main problem of how IBS will gain recognition
and acceptance. This problem can be viewed through two distinct stages. First, the institution
must achieve regulatory approval to offer a new degree program. While the initial objective is to
gain approval from the ministry, the process can also result in cultivating relationships with other
institutions and the public sector. For the peer review, recognition, and acceptance, it will be
important to understand the possible concerns that they may have about private sector education.
IBS must consider its interest and the broader interest of the post-secondary education system
and higher education reputation in the province. Through this perspective, IBS will be able to
find common ground from which positive relationships can foster.
Second, following provincial recognition, IBS must consider what other types of
recognition will help in fostering its reputation. One area is to pursue accreditation through other
bodies (Eaton, 2001; LeJeune et al., 2015; Morgan et al., 2012). The process of accreditation or
meeting regulatory requirements can be a significant driver of change and can influence the
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organization and student outcomes (Brahimi et al., 2016; Elliott & Goh, 2013). This may have
both positive and negative impacts on the culture of the organization. Some accreditation
systems impose restrictions on who can be hired and what and how courses are taught. These can
take away from the entrepreneurial spirit and culture that allows a small institution such as IBS
to be distinct.
Additionally, a further understanding of brand and reputation management also needs to be
explored. This is a relatively recent area of study, yet, it is becoming increasingly important for
HEIs to recruit students, attract and retain high-quality faculty and staff, and to obtain external
funding such as grants and donations (Lafuente-Ruiz-de-Sabando et al., 2016).
Moreover, social and digital media's influence on creating perception will also significantly
impact the development of perception and reputation. It is an area that needs to be studied
further. It is important to understand the logic behind search engines and how they contribute to
creating an institutional image and brand. With stakeholder access to instant sharing opinions
and feedback worldwide, preserving and maintaining an image and reputation becomes very
challenging.
The common thread for development and exploration is how to develop and maintain
relationships. The organization may not have a great deal of power over those it needs to
influence. Therefore, a leadership approach must be one that will cultivate and develop a sense
of mutual benefit. This approach, in turn, must fit with the organization, its leaders, and its
culture.
Earlier in this chapter, the distinctions between brand, image and reputation were noted.
The IBS logo is a brand which shows a progression that symbolizes moving forward and upward,
which suggests that its programs help lead to better career opportunities. The desired brand
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relates to industry and offers its students individual focus and provides immeasurable value.
IBS's reputation depends on the ability to deliver those services, the quality of its programs and
services, and its credibility and integrity. This is developed based on the institution's history, past
performance, and the opinions of others. Reputations can be based on direct experience, but it
can also be based on the perceptions that people develop, which are based on the experiences of
others. Brand and reputation are very interconnected but distinct. An institution can have a wellknown brand, but not a good reputation, and vice versa (Chun 2005; Fobrun et al., 2015;
Simpson, 2011).
Leadership-Focussed Vision for Change
IBS operates in a complex environment that involves bureaucratic, collegial, and
institutional structures. Higher education is founded on a collegial model which developed in the
13th century. Traditionally, faculty guilds had significant influence on the governance of the
university, which were founded on a more collegial model of decision making. Universities were
traditionally governed by teaching faculty, and decision making, therefore, tended to be an
inclusive process involving discussion amongst colleagues (Austin & Jones, 2016; Cardozier,
1968). Over time, the involvement of the church and then government brought in greater external
governance models which led to greater bureaucratic structures (Austin & Jones, 2016). These
created institutional structures such as accreditation and regulation requirements for institutions.
Since the latter part of the 20th century, and with a greater presence of the private for-profit
sector, market driven forces have resulted in institutions incorporating more business practices in
higher education governance which have led to more bureaucratic structures. Some examples of
bureaucratic structures include more top-down directives such as institutional mandates from
governments, key performance indicators, budgetary and accountability controls, and
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hierarchical approval processes (Austin & Jones 2016; Busch, 2017; Manning, 2018).
Sometimes, this means there can be conflicting and changing visions from different constituents
in the process. In this case, the constituents primarily include HEIG, IBS management,
employees, and regulatory bodies. While a leader’s vision for change provides an important
starting point and a guide, organizations are dynamic and changing. This means that the
overarching vision for change needs to embrace the process of learning and re-adjustment
(Morgan, 1998, Kirkpatrick, 2017). The leader needs to accept that leading can, at times, mean
being a follower.
As the leader in the IBS context for this project, the president must represent the
institution's aspirations, needs and strategic priorities while simultaneously expressing and
implementing the needs and expectations of HEIG to the stakeholders of the institution (Paul,
2015). The president must also be able to work effectively within the context of an academic
collegium, where a more inclusive approach is needed. Additionally, the president must work
with an independent and experienced group of senior educational administrators who comprise
the AC and function within higher education's institutional constructs. These include
representation to the ministry, program advisory boards, relationships with other institutions,
external credentialing bodies, and industry. Beyond this, the President is accountable to students
and alumni.
As shared by a former president of the University of Windsor,” leadership is about change”
(Paul, 2011, p. 49). Leadership is about the ability to influence and to ultimately create value for
the organization (Cashman, 2017; Northouse 2013). Kezar (2018) regards leadership as "a social
construction" and a subjective experience important to how it emerges; culture and context have
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a significant effect on leadership as both determine how leadership is perceived over time.
Similarly, leaders’ backgrounds and their experiences influence people's definition of leadership.
The leader’s vision needs to make sense to the organization’s people and, therefore, needs
to be easy to communicate, achievable, and one which people can personalize and take
ownership of (Kotter, 2014; Stouten et al., 2018). In a project such as building an organization’s
reputation, where small interactions can make a difference, the president alone will not be able to
manage all aspects or respond to all matters in sufficient time. For this reason, it is important that
the process involves many people who can respond to situations immediately as they arise.
Leadership, and the leader’s approach need to include the organization’s people in the process,
provide them with the necessary skills, empower them to act, and foster a sense of collaboration
and learning through the process (Kanter, 1999). To be able to achieve this, the people need to
have a clear vision of where the institution is going, how they will get there, and why it is
important. The lack of a sound and supported vision is one of the fundamental oversights of
organizations when initiating change and it is a common reason for failure (Kotter, 1995).
The success of implementing change in an educational institution is about the ability to
work with people. A leader needs to have credibility and trust for people to follow; followers
need to feel that their leader will take care of them (Benis & Nanus,1997; Dirks & Ferrin, (2002;
Northouse, 2013; Ibqal et al., 2019). Leadership is a process of knowing and understanding what
is needed and engaging others in a collective or shared vision. It involves listening and
understanding others' sentiments and assessing the awareness of their leadership skills,
implementing different leadership strategies and change management options, and understanding
what works best in different situations. Shared visions guide people to see beyond themselves
and develop a common sense of purpose leading to more effective team effort and a greater
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degree of ownership (Senge, 1990). Envisioning is more than a focus on a particular problem
that needs to be solved; it is a complex process that requires alignment to the organization's
overall mission, context, and organizational culture. It is a critical place to start a change process
because it helps to define clear and objective goals that the institution is trying to achieve
(Kaplan & Norton, 1996; Ndalamba et al., 2018). The important role of vision or, more
specifically, a shared vision in leading a change process, is evidenced by the extensive references
made in change process theories such as the CPM and the KAM, which will be elaborated on in
Chapter 3 (Bennis & Nanus, 1997; Kotter 2014; Deszca et al., 2020).
The role of the president as the leader extends beyond the conveyance of a vision. The
president must also ensure that the importance of this project remains forefront within the
organization, both to employees and to the parent company to maintain momentum. To achieve
this, the president must continually communicate the goals, provide the necessary resources to
achieve the objectives, continually monitor to ensure that quality and standards are met and to
celebrate successes and the achievement of milestones (Paul, 2015).
Finally, the president needs to consider the future and succession planning to ensure that
what is achieved can be maintained. The DL approach, which will be explored further in this
paper, has an important role in helping the entire organization embrace the concepts of reputation
building. A vision is dynamic. It requires re-examination, refinement and continual realignment
as the organization learns, develops, and responds to changing circumstances (Kirkpatrick,
2017). This is why part of the leader’s vision must consider that the vision will need to be
revisited and that people are adaptable and resilient to change.
While this OIP is about the change and development of an organization, it is also about
personal change, leadership development, and growth. AL involves the following attributes: a
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high degree of self-awareness; behaving in a way that is consistent with one's values; the
willingness to present one's true self to others, or relational transparency; balanced processing, or
the ability to listen to others’ views objectively; and the ability to create relationships that build
trust while encouraging others to do likewise (Duigan, 2014; Avolio & Gardiner, 2005). It is the
ability to authentically listen to others' perspectives while at the same time sharing one’s own. It
is about behaving in a way that is consistent with what one says (Cashman, 2017; George &
Sims, 2007; Joo & Nimon, 2013; Thacker, 2016). Reputation building and brand development in
education is influenced by the relationships that are developed between people and trust and
relationships are vital assets to an educational institution (Feldman et al., 2014). As IBS moves
forward with the introduction of a graduate program, careful consideration needs to be given to
the program's successful acceptance and building its reputation.
Although the institution has existed for many years, it is still relatively unknown. This
means that the focus of leadership is twofold. The first objective is to meet the provincial
government's regulatory requirements to offer degrees, which involves the support or lack of
objection from peer institutions. The second and broader objective is to ensure the program's
growth and sustainability, which will be achieved through sufficient recruitment levels.
Recruitment is impacted by the ability of IBS to establish a strong reputation and the acceptance
of the program within the global educational market. For sustained growth, the program requires
more than a sales campaign. It needs to establish an authentic image based on the program's
quality and services and its graduates' outcomes.
Organizational leadership is, in large part, about the authentic influence that a person has,
which enables them to create value (Cashman, 2017). Leadership in a higher education
institution is about change within the organization (Paul, 2015). One of the most critical roles of
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leadership is to help the organization develop a vision and get its people to understand the
journey of where it has been, where it is now, where it is going, and why.
Leadership is also about building relationships and working with people within and outside
the organization meaning the leadership approach needs to align with this need. AL aligns to this
purpose as does social exchange theory. Strong relationships are built when there is trust and
mutual benefit (Cook & Rice, 2006; Cropanzano & Mitchell, 2005; Emerson, 1976).
Organizational Change Readiness
Roseann Runte, the Vice-Chancellor of Carlton University observed:
You have to wait sometimes until people are ready for a change – you have to slow down and
back up a bit. It is not just the change but the readiness of people for that change. Timing is
everything, and you have to pay attention to that (Paul, 2015, p. 117). Organizational readiness
for change involves change valence or a shared recognition amongst its members that there is a
need to change something, there is a commitment from its constituents for change, and change
efficacy or the belief that the organization has the capacity to successfully make the change. If
the state of readiness is high, the organization and its people will be more likely to initiate and
support the change initiative (Wiener, 2009). An organization's readiness for change can be
assessed through different perspectives (Judge & Douglas, 2009). Napier et al. (2017) suggests
examining four dimensions of readiness: cultural, technical, process, and people. While it is
beyond this organizational improvement plan's scope to conduct a full analysis using this model,
these dimensions provide a framework to provide an environmental scan. It is helpful to view
these dimensions through three levels, the micro or internal organization level, the meso or
parent company level, and the macro or external environment level.
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Cultural readiness refers to the degree to which the stakeholders are prepared to change.
The key challenge will not come from the micro and meso levels but perhaps more at the macro
level. IBS’s growth has been supported by the new ownership and the new energy and
entrepreneurial spirit of its employees. The growth is further supported by the AC, students, and
alumni as evidenced through planning meetings and focus groups. The governance structures
may require review as the organization continues to grow and mature. For example, the more
collegial traditions, such as the way meetings are conducted, may need to be more formally
structured. Theories on reputation suggest the importance of a brand image emanating from
within the organization outward. Therefore, it is beneficial to assess IBS’s reputation in order to
identify and clarify any gaps and, at the macro level, identify where it can optimize its influence
on reputation-building strategies. Black’s (2008) five-step model which will be introduced later
will be used to guide this process (Black, 2010; Hannover, 2015).
In this case, technical readiness will encompass building the organization's reputation
through online technology. With the growth and influence of social media in building brand
awareness, digital assets management is increasingly vital to IBS’s strategy. Google is now seen
as a "reputation management engine" (Stoner, 2019). Fundamental social media campaigns and
digital assets are developed at the micro-level and at the meso-level, coordination with HEIG
assets and marketing campaigns are in place. While greater resources need be devoted to this
area, the importance of technology in reputation building is recognized. While technologies exist
to help organizations convey messages outward and listen and monitor what is said about the
organization, IBS is not currently systematically using these technologies.
Process readiness refers to the structures and systems that will enable IBS to move forward
with enhancing its image and reputation. There are systems in place at the micro-level that
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facilitate dialogue and review between and across all sectors. These systems extend to the mesolevel between HEIG and IBS employees. Moreover, the global marketing and recruitment
network provides a readily available approach to distribute a promotional campaign. At the
macro level, some organizations can help support the growth, development, and exposure of IBS.
The challenge will be more a case of where to focus its resources.
IBS's employee readiness and willingness to develop an initiative and build the
organizations' reputation is essential (Beatty, 2016). One of the main issues in forwarding an
organization's reputation and image stems from a lack of consensus on the dimensions that make
up an organization's image (Lafuente et al, 2016). Reputation must be the responsibility of
everyone in an organization (Stoner, 2019). While there is evidence of pride in IBS and a desire
to build the institution’s brand and the image, an internal reputation audit and training need to be
considered as a part of this OIP.
Internally, IBS is well-positioned for the change initiative. As discussed in the Historical
Context section, the institution has undergone considerable change over the past three years.
There has been a realization that change is needed, and there is a progressive, innovative
leadership team which HEIG and the AC support. The overall response to the COVID pandemic
and successful transition to online learning over the past year demonstrates both the
organization's adaptability and resilience (Mort & Daniel, 2020). The broader issues of readiness
lie with the external environment and how IBS will be perceived and accepted in the broader
provincial, national, and international context as well as resource allocation.
IBS's reputation and image will be based on how others perceive it in the higher
educational environment along with existing biases towards private, for-profit degree programs
that could hinder this development (Cowin, 2013; Jones, 2014). Therefore, IBS needs to cultivate
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relationships, credibility, and trust. In higher education, this is often developed through
relationship building, the development of networks, collegiality, and scholarly activity. The
program reviews that are conducted by DQAB are usually led by education experts who mostly
come from the provincial public higher education system (British Columbia Ministry of
Advanced Education Skills and Training, n.d.). IBS will need to identify strategies through
which it can promote positive connections with peers at other institutions in the province. IBS
also needs to consider training which its people may require to support reputation building, and
the financial resources that this will entail.
Conclusion
IBS needs to enhance its reputation, image, and presence to ensure its ongoing growth and
development as a HEI which includes the introduction of a master’s degree program. An
enhanced reputation is also necessary to support IBS graduates by creating greater awareness of
the institution amongst prospective employers. Further development of IBS's reputation is
important for attracting and retaining employees who in turn will help to promote and develop
the institution. All these factors contribute to enhancing the value of the institution and will help
to attract future students. Higher education is a business and profit is inevitably an essential
measurement of success (Birnbaum, 1991).
IBS has undergone considerable change over the past three years and must continue
developing and enhancing its reputation locally, nationally, and internationally. Developing a
reputation goes beyond achieving ministry approval and accreditation. It is about cultivating
positive and meaningful relationships, which contribute to the organization's success. Through its
capacity to adapt to change, IBS has shown the desire of its people to improve its reputation and
that it has both the valence and efficacy needed for the changes introduced in this project. In the
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upcoming chapters, this OIP will further develop what needs to change and how a change
strategy can effectively be employed to achieve this goal.
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Chapter 2: Planning and Development
Chapter 1 introduced the challenges facing IBS to enhance its reputation. The problem of
practice articulated identified the institution's need to expand and develop its reputation and
presence in the global education community to ensure its future success. Chapter 2 will draw on
the historical, organizational, and external contexts presented to develop a framework for change
and the leadership strategies needed to successfully implement this plan.
This OIP will use a blend of the CPM and the KAM as the frameworks to guide the change
process and incorporate the Nadler-Tushman congruence model (NTCF) to navigate the process
of determining what needs to be changed and how. This chapter will also expand on both the role
of leadership in the change process and the leadership theories introduced in Chapter 1 as they
apply to this process. Finally, several solution options are presented and analyzed. The chapter
ends with ethical considerations within the envisioned change process.
Increased competition and rivalry between countries and institutions for international
student market share results in greater competition, and higher education institutions recognize
the importance of building a favourable brand, image, and reputation to differentiate themselves
from others. A positive reputation helps connect the consumer with the institution through
associations and symbolic meanings of the image it creates (Karamak, 2013). A reputation can
imply both positive and negative attributes. In other words, an organization can have a good
reputation or a bad one. The plan focuses on enhancing the reputation of IBS so that it is
regarded for positive attributes such as high-quality programs, a desirable place to work, and
successful graduates. Leadership has a critical role in this process, including initiating the
process, guiding the institution and its constituents through the process and changes required,
ensuring that the reputation aligns with the organization's values, and monitoring and protecting
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the positive reputation that is developed (Gaines Ross, 2008). How the leader leads this process
is therefore vital to success. It is also essential that the leadership approach aligns with the
intended outcomes and the organization’s culture (Cashman, 2017).
This OIP is about an organization's journey from one with little presence in domestic and
international education settings to becoming an institution of choice and regarded for the quality
of its programs, student experience, and graduate outcomes. Building strong and positive
institutional reputation is a complex endeavour that is nonetheless crucial for IBS's success. A
strong reputation identity is essential for recruiting students, attracting desirable faculty and staff,
and defining the institution beyond students' graduation (Chun, 2005). Students should be
regarded as customers and lifelong members of the organization and reputation community
(Balmer & Liao, 2007).
Change Plan Theory and Logic
This OIP is intended to help IBS identify and implement strategies through which it can
enhance its reputation. Before discussing the leadership and change theories and processes, the
theory and logic behind this plan is first reviewed. An institution's reputation can be enhanced
through the development of sustainable, enduring, and mutually beneficial relationships. An
institution's reputation needs to be built from within the organization first and then move
outward through stakeholders' engagement and the cultivation of strategic relationships (Judson
et al., 2009). Through increased awareness of the institution, its attributes and successes, a
greater sense of ownership and pride in the organization will develop. The enhanced pride and
ownership lead to a better reputation, contribute to graduates' success, support student
recruitment initiatives and retention, and create a more satisfied and engaged student body,
faculty, and staff. A better reputation and image of the institution also contributes to higher
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levels of student satisfaction, and influences student's choices to apply to a university or college
(Alves & Raposo, 2015). Ultimately, this enhances the overall value of the institution. Figure 2
shows the theory and logic of this change plan, which will be developed further in this chapter.
Figure 2
Reputation Building and Theory Logic
Theory

Relationship development
as a key method to
building reputation
Reputation building
initiatives targeted at key
stakeholders
Relationships are enhanced
where there is mutual
benefit to parties.
Reputation development is
driven from within the
organization

Leads to
Enhanced Awareness of
IBS and its benefits locally
and internationally
Improved perception of the
IBS brand quality
Promotion of the unique
attributes of IBS and
quality of the people who
make it
Strong ownership and
engagement of Employees,
students and alumni
Sustainable and enduring
relationships

Desired Outcomes
Greater interest to study at
IBS
Successful introduction of
Graduate Degree
Expanded partnership
opportunities
Improved job prospects for
graduates
Strong retention rates
Satisfied stakeholders
Enhanced credibility
Enhanced organizational
value

Note. Adapted from Markiewicz, A., & Patrick, I. (2016). Developing monitoring and evaluation
frameworks. Sage. p.72

Leadership Approaches to Change
This section examines the role of leadership in organizational change as it relates to this
project. This project involves achieving a future state that does not have a specific outcome or
pathway. It is not necessarily a linear progression and there are many uncertain variables. Hence,
a change leadership approach is more suitable than one of change management. Change
leadership differs from change management in that it regards more than just a sequence of steps
to get from one state to another but considers the entire experience and emphasizes the role of
people in the equation. The emphasis is not so much on 'what' as it is on the 'how' (Mort &
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Daniel, 2020). Change leaders regard themselves as part of the overall system and change
process, not only controlling the background process (Buller, 2015). A leader’s role should not
be to push people; instead, it should be to motivate and engage them to pull them forward (Benis,
1997).
For this project, an AL approach is recommended, which will work in conjunction with a
DL approach. The AL approach, which was introduced in Chapter 1, works with all levels –
micro, meso and macro (George and Sims, 2007; Walumbwa et al., 2008). At the micro level, it
will help cultivate a shared sense of purpose within the organization. As AL begins from within
and is projected outwards, institutional reputation is also built from the inside out (Cashman,
2017; Judson et al., 2009). Therefore, an institution must develop its image within the institution
first, and there must be a common understanding amongst all employees before it can be shared
publicly. This same sense of common purpose, image, and direction must also be understood and
developed at the meso level wherein HEIG, students, and alumni are engaged in the mission and
convey a similar message. Finally, at the macro level, these same attributes apply as the AL
approach focuses on integrity, building trust, and fostering relationships. This approach is very
much an organic one and recognizes that a higher education institution's image and reputation
cannot be forced on others. It is something that must be nurtured and earned.
To develop an organization’s reputation and image, the leader is required to continually
engage and monitor the environment. In a change process, particularly one that emphasizes DL,
emergent or new unexpected trends can encroach on the intended path of change, and political
biases may alter the intended outcomes (Burnes, 2009). When dealing with an image or
reputation development, it is particularly critical that the intended messages not be materially
altered. The AL approach was selected based on what would work best to achieve the desired
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outcomes. Therefore, my leadership approach must be congruent with the needs of the
organization, which, in turn, must align with the organizational culture and its development.

Figure 3
Congruence of Authentic Leadership

Personal Leadership
Theory

Authentic
Leadership
Organizational
Culture

Project
Leadership
Theory

It will also be necessary for a leader to help stakeholders understand why the change
occurs and derive meaning and purpose behind what they are doing. Ongoing and authentic
development of an organization's image begins from the inside and is then conveyed outward.
The organization's reputation and image start within the organization, and while external
reputation building is the objective, if the messages within the organization do not match those
conveyed to customers, it can lead to demoralized and cynical employees (Judson et al., 2009).
The AL approach aligns to Sergiovanni's (2007) eight critical competencies concerning the
importance of cultivating trust, responsibility, and self-reflection; the ability to establish trusting
relationships; a sense of self-purpose; a value for doing the right thing and an internal sense of
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moral perspective; a heightened level of self-awareness; and relational transparency. These are
all attributes of authentic leaders (Avolio et al., 2005; Duignan, 2014; George, 2003; Northouse,
2013; Thacker, 2016). Authentic leaders’ balanced processing skills enable them to consider and
analyze a broad spectrum of information and perspectives, including their own, before reaching a
decision. Hence, they are highly aware of themselves and of others around them (Thacker, 2016).
Throughout this change process, the ability to listen, monitor and openly receive information and
feedback are essential to ensure that the project stays on track and adapts as new situations and
issues emerge (George & Sims, 2007). The best leadership approach is one that extends beyond
the scope of this process and the leader. The broader goal is to develop a culture of authenticity
throughout the organization (George & Sims, 2007). In this way, a sense of authenticity becomes
how the organization functions and works with its stakeholders, and it could be the greatest
attribute of the institution's reputation.
The building of an institution's reputation needs to be embraced by the entire organization,
and it will take more than the efforts of one person to pursue. Therefore, leadership approaches
that engage those in the organization and promote others' ownership of this common goal are
essential. It is equally crucial that IBS utilize the broad expertise and connections of its
employees. A DL approach would support this endeavour by facilitating the inclusion of
opinions and input from others and contributing to the idea that reputation building is a team
effort, not the responsibility of an individual (Boden & Gosling, 2009; Gaines-Ross, 2008; Kolb
& Sandemeyer, 2007; Spillane & Diamond, 2015). It builds on the concept that a decision's
effectiveness is a function of its quality and acceptance. A team-based approach enhances the
decision's quality because it can draw on a broad range of expertise, perspectives, ideas, and
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relationships. As more people become invested in the process, it likewise helps to ensure the
outcome's acceptance.
General Electric referred to this relationship as the Change Effectiveness Equation, or Q x
A=E, where an initiative's effectiveness is a function of the decision's quality and acceptance
(Von der Linn, 2009). It emphasizes that leadership must consider both the people and technical
side of any initiative and that the greater the engagement of people in the decision, the more
likely it is to succeed. Participation and engagement of a team contribute to more significant
commitment and ownership than carrying out a task in compliance with the organization's wishes
(Kotter & Schlesinger, 2008). As shown in later sections, this will help throughout the change
path process by awakening the organization to change, the mobilization of the process, its
acceleration and, finally, the change's institutionalization (Descza et al., 2020).
Successful DL approaches promote both upward communication and decision-making at
lower levels (Gosling et al., 2014). It requires delegating responsibility to the team and
leadership's willingness to allow the team to proceed without constant authoritative control
(Harris, 2008; Northouse, 2013; Spillane, 2005). This approach works well in a work culture that
supports collaboration, which would be conducive within IBS. In establishing a team approach,
Larson and LeFasto (1989) identify eight key characteristics of an effective team process: a clear
and elevating goal; a results-driven structure; competent team members; a unified commitment; a
collaborative climate; high standards of excellence; external support and recognition, and
principled leadership (Larson & Lafasto, 1989, Northouse, 2013).
Additionally, Kolb & Sandmeyer (2008) emphasize that planning, flexibility and capacity
for ongoing learning, consistency and clarity of expectations, and support are required in a team
or DL process (Kolb & Sandemeyer, 2007). The engagement of stakeholders, which includes
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employees, promotes greater communication and dialogue within the organization (Botan, 1997).
Stakeholders who are engaged and have ownership in an institution's reputation and image will
positively influence the institution's overall reputation (Lafuente Ruiz de Sabando, 2017). The
distributed or team leadership approach further contributes to a greater sense of authenticity,
which supports the building of relationships.
Framework for Leading the Change Process
Two primary models for change were chosen for this project: the KAM, developed by
Kotter (2014) and the CPM, developed by Deszca et al. (2020). The KAM provides a very
structured, sequential, and linear process for change, which begin by creating a sense of urgency
(Kotter, 2012, 2014). It provides a solid framework to guide organizational change. However, in
the case of the proposed change for IBS, where the process will be more focussed on change
leadership as opposed to management, the desired state and the pathways to the goal may be
unclear or changing. The CPM emphasizes the people aspect of change, beginning by ensuring
the reasons for change are understood before the process continues. Ensuring an organization’s
people understand why change is taking place is a critical element of a successful change process
(Beatty, 2016).
The CPM builds on the work of Lewin (1947), and, later, Beckhard and Harris (1987).
Lewin, a behavioural scientist, was a pioneer in the study of people in change and developed a
three-step model, which proposed that before an organization can change, it must first 'unfreeze'
from its current state. The people, the culture and structures within the organization must first be
in a fluid state for the change to occur. It then needs to refreeze to solidify the change (Lewin,
1947; Burnes, 2009; Cawsey et. al., 2012). Beckhard and Harris (1987) further developed this
model, which emphasized that change management is a process that begins with an
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organization's analysis of its people, culture, and a rationale of why change is needed (Cawsey et
al., 2012; Beckhard & Harris, 1987). The CPM was later refined by Cawsey et al. With respect to
the focus on people in the process of change the importance of a clearly articulated vision,
understanding why change is occurring, and identifying gaps between present and future states
emphasize the importance of institutionalizing the change. The CPM defines the process into
four phases, which will be explained below. The model will then be used in conjunction with the
NTCF, which helps to analyze gaps between the current and desired states to further articulate
what needs to change (Deszca et al., 2020; Nadler & Tushman, 1999). Appendix B compares the
two models.
The CPM encompasses these three models into four interrelated phases: awakening,
mobilization, acceleration, and institutionalization. In the awakening phase, the organization
begins with the question of why a change is required. Numerous authors emphasize the
importance of people and organizations understanding the reasons for change and why the
change is planned (Sinek, 2011). Covey (1989) states that we should begin with an end goal in
mind, a concept which is reflected through the NTCF (Deszca, 2019). From the perspective of
reputation building, when implementing change, people must first understand where they are
going and why they are doing something.
The envisioned state of IBS is to be regarded for its excellent educational programs and
student experiences that create opportunities for graduates to successfully transition into
meaningful leadership roles. A strong reputation will help future recruitment initiatives, student
and employee retention, graduate job placement success, and build the organization's value
(Chun, 2005; Gaines-Ross, 2008; Hannington, 2014). The timing of this implementation is also
important. IBS is in the process of launching a new graduate program and wants to ensure the
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institution is well regarded. The objective is to establish a reputation as an institution of choice
and raise awareness both within BC and internationally.
While the four phases of the CPM are sequential, they can also overlap during the process
and be modified or adjusted as new information and factors arise. This feedback loop process is a
vital part of the CPM as the organization may need to adjust its strategies throughout the change.
In this section, the CPM will provide the process through which the IBS organization
improvement project will be analyzed. The NTCF (1999) will then be applied to clarify gaps
between the current and desired states.
Awakening
The change path process will begin with the awakening phase. This phase will involve
garnering the support of three key groups: HEIG, AC, and the Senior Leadership Team, which
includes the president, vice presidents, and program and department directors. These three
groups provide the agency for change and influence other parts of the organization, which means
their endorsement is essential. This project is grounded in social exchange theory, which states
that parties will act where there is a perceived or real benefit from the exchange (Cropanzano &
Mitchell, 2005; Emerson 1976; Tittenbrun, 2012). Thus, the change leader's role, which in this
case is the president, is to convey both a vision and a benefit to moving in this direction. AL is
the desired quality for this stage as it stresses the importance of genuine conviction and
emphasizes developing trust, transparency, self-awareness, reflection, and building relationships
(Northouse, 2013). These three groups, HEIG, AC, and the Senior Leadership Team, to which
the president must address, have different levels of influence on the leader. The president must
provide a rationale to HEIG that there is a benefit that is likely to be most effective if it
demonstrates expanding the institution's value and financial return on investment. To the AC, the
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change must show benefit to students, the program's quality, and the institution's improved
image. For the Senior Leadership Team, the changes must convey a sense of energy, being part
of building a successful organization to which they contribute and one that provides sustainable
employment and conditions.
Awakening may suggest an image of gradually waking up to change. The NTCF is based
on the principle that systems seek equilibrium, and equilibrium will only change when some
energy is applied (Cawsey et al., 2012). Therefore, it is necessary to consider Kotter's principle
of creating a sense of urgency (Buller, 2015; Kotter, 2014). Two factors are emphasized. First,
IBS plans to launch a new graduate program, and the promotion of its image must be consistent
with that of the program. Second, there is a diminishing marginal utility with relationship
building. As markets become saturated, the perceived value of working with a less known
institution diminishes (Emerson, 1976). For example, when working with educational agents, the
more institutions they have agreements with, the less inclined they will be to take on new agents
unless they perceive a more significant benefit to work with one over the other. Agents may
expect higher commissions. If the institution's reputation or image increases and the demand for
enrollment at the institution increases, and it becomes easier to recruit students, this may
positively influence the relationship. The same applies to partner institutions. A more established
and reputable institution will be more likely to attract relationships with other institutions
(Simpson, 2011). Enhanced reputation and image thus serve as a motivator in the awakening
stages of change.
Mobilization
In the mobilization phase, it will be important to ensure that there is support for the plan
and adequate engagement and input opportunity. In higher education, there is a constant tension
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between efficiency resulting from more bureaucratic processes and the more discourse-focussed
tendencies of the collegium. The opportunity for consultation and discussion is an essential part
of the IBS culture. It has helped to build a collaborative working environment, promoted
understanding and communication, and assisted people in making sense of the change. Hence, it
will be critical to design a process that will include the opportunity for input and participation.
Consideration must also be given to resources required for the change, both financial and human,
and developing appropriate reward systems.
Acceleration
In the acceleration phase, other constituents such as the broader group of employees,
alumni and academic council members are actively brought into the change process to develop
and deploy the plan. It may be the case that other phases are taking place concurrently. People
will adapt to change at different times and rates in response to various factors, including the
person, the organizational culture, the conditions under which the change is occurring, and the
actual change proposed. Corporate reputation building occurs in waves, which first begin within
the organization and then through authentic and transparent expressions that are outwardly
conveyed (Karmark, 2013). The law of diffusion of innovations, developed by Rogers (2003),
categorizes people according to their response to change, and there is a typical pattern that can be
is seen in a bell curve. It shows that usually, 2.5% of people are classified as innovators and will
be at the leading edge of change and a driving force. The next group is early adopters, who
represent about 13.5% of people. They are followed by the early majority (34%), then the late
majority (34%) and finally, the laggards, who will make up about 16% of people (Miller, 2018).
Any change process must consider that the acceleration process will not occur all at once
because people will not adopt it at the same rate. Likewise, other institutions, industries and
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consumers may not initially accept a new image of IBS. Therefore, the implementation plan must
include feedback loops that allow for emerging concepts that may be introduced throughout the
process and communications strategies for ongoing, persistent messaging.
The plan, do, study, act (PDSA) cycle framework can be incorporated into the
implementation strategy to reinforce the idea that the path to change is not linear and requires
constant monitoring and adjustment (Connely & Kirk, 2015). Bacall (2019) refers to the
innovators and early adopters as the 'artists' who are most likely to bring the ideas forward. They
are balanced by the 'soldiers' who are the ones who can institutionalize the change through
normalization, standardization, and processes, but are likely to adopt the change later in the
process (Bahcall, 2019). Both have critical roles.
Motivation and momentum become critical factors in the change process and leaders must
be able to show milestones throughout to demonstrate progress and success. Consideration must
be given to developing cultural artifacts, traditions, and events delivered through an effective
communication strategy.
Institutionalization
During the COVID pandemic, IBS demonstrated through its ability to transition to fully
online academic program delivery and services and maintain high levels of academic
achievement and satisfaction that it can adapt quickly and effectively to changing circumstances
(Mort & Daniel, 2020). Traditions have not had time to become entrenched since IBS is a small,
entrepreneurial, self-funding education institution that has undergone significant change over the
past three years. While this is advantageous when implementing a change process, when
developing a reputation and image, there is a need to normalize attributes to become ingrained in
the organizational culture. Incorporating existing frameworks such as the OGSM (Objective,
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Goals, Strategies and Measurements) into this stage is a valuable model to use as it is already
part of the organizational culture. The OGSM will help to ensure that objectives are met and
measured. As noted earlier, the process involves integrating employee's performance goals into
the institution's overall goals.
Social exchange theory, which was introduced in Chapter 1, underpins this project. Social
exchange theory is based on the premise that people will form relationships based on mutual
benefit and the relationships where the benefit is one-sided or non-existent will diminish.
Leadership is pivotal in social exchange theory as it sets the tone and identifies the benefit to
each party. What one party regards as a benefit might not necessarily be the same for the other,
but there is a rationale for the relationship when both regard a benefit. IBS's leaders must
demonstrate a benefit to all stakeholders, including owners, employees, students, educational
partners, and other organizational constituents. The benefit must be seen as authentic and an AL
approach that is built on trust, ethics, and openness is essential.
Ultimately, HEIG’s support is required to maintain funding for any reputation or imagebuilding initiatives. If a financial justification cannot be made, there is a risk of curtailment,
particularly if it faces challenging financial times or if resources may be required in other areas
(Kim & Yang, 2013). Therefore, for the planning stage introduced in Chapter 1, the project will
demonstrate the linkage between financial performance, the building of the institution's
reputation and image, student retention and growth, and graduate outcomes.
Organizations must carefully monitor, measure, and protect their reputation and image to
understand and gauge people's thinking (Helm & Klode, 2011). They are assets to the
organization and help attract students who are best suited for and benefit from a degree from
IBS. Students, educational agents, and other institutions who highly regard the institution are
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more likely to recommend it (Gaines-Ross, 2008). However, if a poor reputation tarnishes an
institution, it will negatively affect its business. Therefore, the leadership of a change process
must also consider the development of a reputation management plan. Such a plan includes
monitoring relationships, risk assessments, the close management of communication and a crisis
management strategy.
The CPM describes the process as phases, and this is one way that it differs from the
KAM. Where the KAM suggests a more linear structure where the change progresses through a
series of steps, the CPM allows for a more flexible process where different phases may be
occurring and adapting throughout the process (Deszca et al., 2020).
Critical Organizational Analysis
The CPM, as described in the previous section, identifies four key phases for change.
While the changes are sequential, they can also overlap through the process and become
modified or adjusted as new information and factors become available. This feedback loop
process is an integral part of the CPM, as the organization may need to adjust its strategies
throughout the change. In this section, the CPM will provide the process through which the IBS
organization improvement project will be analyzed. The NTCF (1999) analysis will first examine
the future and current states through three lenses. First, a micro-lens will assess the internal
organization's state, the employees, students, current products (educational programs and
services), and the organization's self-image. The next lens will be of the parent company, the
meso level, and how it views both the institution, its future aspirations, and the allocation of
critical resources. The final lens will look at this project from the macro level, which involves
how others perceive IBS. Where the PEST analysis introduced in Chapter 1 provided a very
cursory organizational environmental assessment, a STEEPLED analysis (see Table 1) provides
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a broader assessment of the environment in which IBS operates and its state of readiness. The
STEEPLED approach analyzes the social, technological, economic, environmental, political,
legal, ethical, and demographic considerations (Buller, 2015).
Canada is considered an increasingly attractive destination for international students due to
favourable economic conditions that are supported by immigration policy (EY-Parthenon, 2020;
Ross, 2020). IBS has established some relationships within the higher education community but
lacks a strong media presence and awareness. Technological advancements and the rapid
adaptation and acceptance of virtual communication and pedagogical delivery platforms that
have become normalized during the COVID pandemic have created new opportunities for
institutional partnerships and collaboration worldwide (Schlegelmilch, 2020). The digital
society's ongoing advancement allows wide and immediate access to information that can help
IBS expand and develop its reputation but concurrently requires constant monitoring as negative
information can be distributed quickly (Gaines-Ross, 2008). Increased focus on the environment,
social responsibility, and ethical behaviour mean IBS needs to reflect these themes in its
curriculum.
The relationship between domestic immigration policy and international student
recruitment is critical to follow, and the institution needs to develop risk management strategies
to protect it from rapid shifts that could affect student enrolment. An over-reliance on students
from one country could expose a financial risk to the institution. The diversification of
nationalities is not just for economic considerations. A more diverse student populations
contributes to the broader social justice objectives of access and opportunity for people from
different regions of the world and promotes cross cultural understanding through shared
experiences when students learn together (Black, 2010; Pucciarelli & Kaplan, 2016). How the
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institution monitors and controls ethical matters such as academic integrity is increasingly
important and could affect its reputation (Brooks, 2005; Musselin, 2018).
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Table 1
STEEPLED Analysis
•

•

•

•
•

•
•

•

Social –There are immigration opportunities, some industry relationships, and a few
higher education connections. IBS has a good reputation within the governmental
regulatory environment and meets immigration eligibility (student visas, work
authorization). It has established some connections with peers through the
involvement of educational organizations program services and immigration pathway
opportunities, and it has built a strong team of highly qualified, competent, and
capable faculty and staff.
Technological – The demand in business for management, soft skills, move to
online/blended learning course delivery impacts reach and recruitment increasing
program accessibility as well as reducing the focus on a physical campus. The ability
to deliver COIL (Collaborative Online International Learning) provides new
relationship opportunities. Virtual conferences and meetings are the new norm
making it easier to develop and nurture relationships more cost-effectively. Social
media marketing is the new focus.
Economic – Canada and BC have a growing brand identity due to the anticipated BC
labour market shortage and favourable work opportunities for students and graduates.
IBS has a good track record with graduates. International education markets are
highly competitive and mature. IBS is a new entrant in the international education
market. While it has support from a broader recruitment network of the parent
company, IBS is not well known., students struggle financially, and neo-liberal
influences emphasize career opportunities more.
Environmental – Increased consumer awareness about environmental impact
influences curriculum and reputation – people want to be affiliated with a socially
responsible organization.
Political – The government emphasis is on consumer protection, quality, and
reputation of education. The competitive market low motivation for public or other
competitor recognition. IBS is dependent on international students. There are
competing financial resource needs within the organization.
Legal – Immigration regulations and compliance is essential – need to have the inhouse expertise to monitor immigration—greater requirements to adhere to quality
assurance systems.
Ethical – There is heightened concern regarding social responsibility and ethical
behaviour, responsibility to the student, the education community, business
partnerships. The greater the integration within systems, the higher the level of
ethical responsibility. Ethical responsibility to serve and sustain a profitable business
operation – both to owners and employees – responsible fiscal management.
Demographic – The rise in college-age populations in some parts of the world is
rising and yet declining in Canada which leads to opportunities to accommodate
international students in Canada that cannot be met in their home countries. The
ageing of Canada's population has resulted in a shortage of people to fill jobs in BC
(Government of BC, 2019).
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Desired Future State
IBS aspires to be an internationally recognized institution providing high-value programs
in business and management education. This includes ensuring that it achieves and maintains
provincial regulatory approval to deliver its current and future programs and continues to be in
good standing with Immigration, Refugees and Citizenship Canada to welcome international
students for education and future working opportunities. IBS strives to be a successful,
sustainable institution of choice which is known for the quality of its programs, student
experiences, and the success of its graduates. It wants to be highly regarded by its educational
partners; the provincial, national, and international education communities; and the businesses
and professional organizations where its graduates will pursue careers (Musselin, 2018). To
achieve these goals, IBS needs to develop and nurture their relationships with these groups and
promote their image and differentiate its key attributes from others (Rust & Kim, 2012). IBS
must also consistently deliver high standards of educational programming that are relevant and
current to meet the needs of the economy and provide services that will support its students and
alumni and contribute to high levels of satisfaction of all stakeholders (Alves et al., 2010;
Chapelo, 2009).
Current State
As the STEEPLED analysis reveals, IBS operates in a provincially regulated environment
that emphasizes consumer protection, quality of education, and building the reputation of higher
education. The international education market is highly competitive, and while Canadian and,
more specifically, BC institutions may be regarded as competitors, they are also partners, as
Canada is competing with other countries for market share internationally. IBS has been
disadvantaged by the lack of recognition from foreign government agencies and scholarship
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programs from countries such as China, the second-largest international student market globally,
and many middle eastern countries, making it difficult to recruit students from those markets.
There are higher risks and a lower value proposition of attending an institution that is not
officially recognized. The lack of recognition means that IBS may need to rely more on price and
agent promotion fees to compete with other institutions.
Vancouver is an appealing place to study because of its reputation for high-quality
education, favourable immigration laws for international students, and the effective promotional
work of agencies such as the BC Council for International Education (BCCIE). These efforts
work to IBS's benefit because prospective students are inclined to seek institutions in this area
based on location and good standing in the province (Ross, 2020). Institutions in the province,
both public and private, need to regard themselves as part of the same system which are
integrated both through working together for mutual benefit and ensuring quality to mitigate risk.
Rather than being regarded as competitors, they should be seen as complimenting each other
(Zhao, 2016; Cowin 2018).
IBS is a relatively late entry into the international education market. While the institution
has existed for over sixteen years, up until 2017, when HEIG acquired it, there was limited
promotion internationally, and there is a strong reliance on promotion by agents. Therefore, the
emphasis has tended to focus on selling programs based on the features such as immigration
opportunities instead of ones such as quality and attributes of the program that would
strategically enhance the institution's image and reputation. The promotion of the image was also
limited by the institution's change and limited resources. However, a small but dedicated group
of people with vision and commitment maintained the organization's moral compass and
provided very innovative initiatives to establish relationships with professional associations,
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which created a good foundation for the organization. Unfortunately, there has not necessarily
been a strong congruence between what was promoted to attract students and the institutional
culture and attributes that make IBS distinct.
Institutional image has a great deal to do with perception. University and college rankings
are one form of how an institution is regarded. Currently, IBS is not ranked in the primary
ranking system for Canada, Macleans Magazine (Macleans, 2020). Each year, Macleans
publishes a list of rankings of higher educational institutions from across Canada (Appendix C
shows the 2020 rankings). The rankings focus on public institutions; however, there have been
some private institutions mentioned. Inclusion on the list may be beneficial for IBS, even if the
rankings are not initially high. Regardless of how an institution values rankings, over the past
five decades they have grown to have significant influence in the way institutions are perceived
(Myers & Robe, 2009; Simpson 2011).
Although IBS may not choose to pursue inclusion in the rankings, the Macleans
methodology provides insight into what a ranking system considers important when evaluating
institutions. Understanding these factors can help guide IBS on areas where it may need to focus
its attention. Macleans looks at five areas: students, faculty, resources, student support, and
reputation. Each category is weighted separately with the greatest weighting of 28% towards
students, followed by weightings of 20% for faculty and resources, and finally 15% for
reputation and student support (Dwyer, 2020). In the student category, attributes such as the
number of national academic awards and scholarships that students receive are considered.
Student satisfaction makes up an important part of this area as well as extracurricular activities
and advising services. Retention rates, admissions standards, and time to completion are
evaluated. The institution’s recognition and visible efforts towards awareness and education of
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indigenous culture, and truth and reconciliation initiatives are also evaluated. As part of its
reputation-building strategy, IBS should align its goals with these areas.
The faculty category considers the calibre of the institution’s faculty based on the number
of awards received, the volume of research grants earned, and the number of research
publications published in journal articles by its academics, which indicate the importance of
scholarly activity. The resource section considers the amount of spending on instruction as a part
of the overall budget, including the portion that was dedicated to research. The next category is
the commitment to student services as indicated through the financial resources allocated for
services and financial aid. These two categories inform IBS of tracking the allocation of funding
in these areas so that benchmarks can be established.
The final category considers feedback from a reputational survey conducted with faculty
and senior administrators from peer institutions, guidance counsellors, and businesspeople across
Canada (Dwyer, 2020). This latter category suggests the importance of fostering positive
relations with peer institutions regionally and throughout the country. It further suggests that
reputation is achieved because of what the institution does, not through its promotion. This
image-building attribute aligns with an AL approach and supports the idea that the most
important place for an organization aspiring to enhance its reputation begins from within.
The ranking system also helps identify the type of information that should be reported and
collected. Rankings can be regarded as a way of providing prospective students and the public
with a quick quantifiable means to evaluate and compare institutions and promote accountability
(Simpson, 2011). However, there are also ethical considerations. The pursuit of rankings can
become the main goal and influence decisions about institutional directions and resource
allocation. The institution must ask itself if the reason to participate and increase rankings is for
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promotion. A more authentic approach is to regard the goal as ongoing improvement and high
standards of quality with rankings helping in the measurement and an outcome of good practice,
positive attributes, and educational outcomes (Myers & Robe, 2009; Rust & Kim, 2012).
Analysis of Key Gaps
IBS's success has been guided successfully by a competent and capable team who is
enthusiastic about its success and shows genuine interest and concern for students and their
achievements. Due to the size of the organization, a very collaborative academic environment
has existed. People within the organization wore multiple hats, and a close personal work
environment existed. As the institution has grown and continues to grow, there is an increasing
need for duties. IBS must build on the attributes that have contributed to its culture's success and
have made it unique. An essential cultural shift will involve how people within the organization
perceive it and their roles within the organization.
As noted in Chapter 1, the general perceptions towards private, for-profit education in BC
perhaps contributed to a sense of inferiority and one where the institution was constantly
justifying itself. These perceptions are reflected through organizational artifacts such as the
mission statement in which the final part states aspirations to provide programs that are
“recognized in BC, Canada and internationally as having met all appropriate approval and
accreditation requirements” (University Z, 2021). It suggests a reliance on external validation
and a desire to be good enough, as opposed to a more confident attitude and the projection of its
positive attributes. While a feeling of urgency may be created, it may take time to achieve this
goal. Deep, or second order organizational change, involves adjustments to belief systems and
values. A leader’s role is to help people make sense of what is happening, create a climate of
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learning, and draw on external forces that are driving the changes to achieve this transformation
(Schein, 2010; Kezar, 2018).
Overall, the president is responsible and accountable for the leadership and management of
the organization. Therefore, the institution’s reputation and this initiative to enhance it lies with
the president. However, leadership within IBS can be seen as positioned in the middle of an
hourglass-shaped organizational structure. The president is responsible for the administration,
services, and educational programs of the institution, but also reports upwards to a larger entity
with oversight for most fiscal and legal areas, human resources, marketing, and recruitment.
Therefore, any initiatives which could involve financial commitments require the approval of
HEIG. IBS benefits from an international marketing network directed by the parent company,
which works primarily with educational agencies worldwide to drive recruitment. This network
allows IBS to have a global reach beyond what other institutions of its size may achieve.
However, the distributed nature of the recruitment and promotion of the institution creates
a possibility for an incongruence between the institution and those who promote it. All entities
will benefit from the institution's strong image and reputation as it helps attract high-quality
students drawn by the unique attributes and value that the school offers (Alves & Roposo, 2015;
Simpson, 2011). However, the messaging, reputation, and image-building initiatives must be
carefully coordinated to ensure that what the institution wants to convey is consistent with what
is being shared. This emphasizes the importance of training and awareness at all levels of the
organization.
Further, under the organization's current structure, few resources have been allocated to
developing its reputation, image, and relationships. These areas tended to be addressed by
employees as they arose in addition to their regular duties and lacked coordination and strategy.
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As the reach of relationships, affiliations, and organization participation grows, additional
resources may be required to monitor and manage these areas directly.
IBS has a well-qualified full time and part time faculty who hold appropriate academic
qualifications and professional experience for its academic program delivery. Faculty are
involved in some scholarly activity, but as the institutions is primarily a teaching institution, the
focus on research is limited. The institution also has full-time academic and administrative staff
to support students and the operations of the organization. IBS faculty and staff are involved in
numerous professional associations related to the academic disciplines. As the institution
develops its identity and image more, it becomes increasingly essential to solidify connections
between IBS and external organizations. Consideration needs to be given to incentive systems
that motivate, promote innovation, and contribute to the organization's reputation and
recognition.
To authentically promote IBS's unique attributes, it must continually develop and evolve
its services, supports, and benefits that offer a unique and exceptional student experience. It must
continue to provide quality services and programs to achieve high customer satisfaction levels
and help students achieve their expected outcomes. This same approach extends to other
relationships, such as with future employers. The relationship between these two factors form the
fundamental value exchange that drives corporate image development (Nguyen & LeBlanc,
1988). When this exchange occurs successfully, it contributes to a higher perceived value of
services and greater customer loyalty. Positive reputation and image develop when students are
satisfied with the quality of their education and experience and when employers are equally
satisfied with the quality that IBS graduates bring to their companies. Therefore, the principle
focus of a reputation-building initiative should begin within the organization and with the
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delivery of its products and services. IBS must continue to develop its programs, services, and
student experiences, but it must also develop its image building from the inside out. There needs
to be congruence between the message of what is promoted externally and what is delivered
internally. When conveying a constant and supportive message, employees, students, and alumni
become the institution's most authentic promoters.
There have been various initiatives to expand and foster meaningful relations within
educational communities, professional organizations, and industry. However, these are usually
the result of individual initiatives and above regular operational duties. Additionally, there have
been relatively few full-time employees to share the responsibility of external relations. With the
institution's considerable growth over the past two years, leadership has had to make a conscious
effort and adopt new ways to manage and maintain its individual focus on students. The current
promotion and development of the institution's image are the collective and individual efforts of
many people. There is a shared sense of the value of building relationships with industry;
however, the people who are creating the opportunities are also fully engaged in operational
matters. With the introduction of a master’s program and anticipated growth in pathway
relationships with other institutions and professional organizations, consideration must be given
for additional resources and specialized skills to manage these areas.
Gap Analysis Summary
The gap analysis identifies seven fundamental changes.
1.

The student experience needs to be defined and developed to convey a clear image
and message about the organization's reputation.

2.

Faculty and staff within the organization need to become reputation champions.
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3.

Students and alumni need to be involved in the promotion of the IBS reputation
building.

4.

IBS needs to raise the awareness of its credibility amongst peer institutions in
educational communities.

5.

IBS needs to promote broader awareness internationally through affiliation with
Canadian higher education agencies, coordinating events overseas, and cultivating
relationships with other institutions.

6.

IBS needs to continue to develop relationships and pathways with related businesses
and professional associations.

7.

Staffing and resources need to be identified to manage and develop the reputation
strategy, including increasing awareness and a common communication plan and
appropriate professional development.

Possible Solutions to Address the Problem of Practice
There are five proposed solutions to address this Problem of Practice. A summary of the
advantages and disadvantages of each option are provided in Appendix D.
1.

Maintain the Status Quo: The first consideration must be what if nothing
additional is done to promote IBS's reputation and image. No additional resources
would be allocated for this option. While over time IBS’s reputation could continue
to grow, without a focussed and coordinated effort, the institution may miss
opportunities to grow and develop and there is a risk that its reputation may be
negatively affected if not managed correctly. This option does not address the first
guiding question related to cultivating relationships to promote broader acceptance
within the BC higher education community.
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2.

Externally Managed Sales, Marketing and Promotional Campaign: This option
would involve engaging a consulting company to develop and lead a reputationbuilding campaign. The campaign would provide the marketing and recruitment
departments assets and collateral, which IBS could then use in their promotion, or the
marketing firm could fully manage the campaign. The hiring of an external
marketing consultant would involve additional expenses. There are benefits to
working with a dedicated and experienced marketing firm as the task does not fall on
top of current employees who may not have the expertise and the time to focus on
such a project. However, an externally managed process may not achieve the same
levels of engagement and ownership with employees, and the campaign may not
sustain after the external support ends. Outsourcing the development of reputation
does not address the guiding question related to how the institution can foster and
develop positive relationships with other people and institutions within higher
education as it would tend to create a reliance on others. This may could be perceived
as unauthentic.

3.

Grassroots Strategy/Build from Within: This approach would involve working
from within the organization to develop an image-building campaign beginning with
a standard set of values, then draw on existing connections and relationships of
people in the organization and, finally, project and develop those relations. This
strategy would include supporting academic and professional associations, small
event initiatives, and building direct connections other institutions and businesses.
Like AL concepts, this approach is based on the principle of leading from the inside
out (Cashman, 2017). Since stakeholders in the organization would potentially be
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drawing on their personal contacts and, thus, connecting their own reputation to that
of the organization, they must trust and see themselves as part of the process. This
option would help to develop greater engagement and ownership by employees, and
it would help develop the institutions capacity in reputation building. This option
would also require dedicating employee resources for training and some external
support to help with professional development. Reflecting on the guiding questions
introduced in chapter 1, this emphasis on building the brand from within aligns with
the forcus on relationship and brand development. Reputations are developed on the
ability of the people within the organization to delivery on the brand promises that
the institution makes. It is imperative that the people are part of the development of
these promises and are fully committed to their delivery.
4.

Seek Formal Accreditation: As introduced in the section on guiding questions,
organizations can gain acceptance, credibility, and recognition for their programs
through formal accreditation channels. Most educational jurisdictions have a form of
mandatory accreditation, which must be obtained for the institution to operate in that
jurisdiction and qualify for government funding and immigration programs. In the
United States, the Council for Higher Education Accreditation oversees six regional
accreditation commissions. In BC, the provincial Minister of Advanced Education,
Skills and Training grants consent to offer degrees. Although the term accredited is
not used, this process is similar and requires both the institution and its degree
programs to undergo an extensive quality assessment review before they are
permitted to operate. Besides the mandatory, basic quality assessment requirements,
institutions can also pursue specialized accreditation for their business programs.
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While numerous bodies provide this accreditation, the four common ones are
AACSB (the Association to Advance Collegiate Schools of Business), EQUIS (the
European Quality Improvement System), AMBA/BGA (the Association of
MBA/Business Graduate Association), and ACBSP (the Accreditation Council for
Business Schools and Programs). Based in the United States, AACSB is the oldest
and largest group while EQUIS, the second largest group, is based in Europe. The
most well-known university business schools are accredited through either or both
accrediting bodies. AMBA/BGA is a newer accreditation body. ACBSP was founded
in 1988 to provide an option for institutions with business programs that did not have
the same resources as larger institutions and focussed more on teaching and learning
over research (Morgan et al. 2012). Accreditation is a collegial process conducted by
peers from other institutions and overseen by the accrediting body (Eaton, 2001).
Peer evaluations are conducted by peers from other institutions and based on peer
institutions' standards and accrediting bodies. While input from business
organizations is included, many quality measurements have to do with faculty
academic credentials, institutional resources, and research (Morgan et al., 2012). The
process, however, emphasizes the need to build positive relationships with peer
institutions. This option requires the commitment of additional human and financial
resources to sustain. Accreditation membership can be costly, and IBS may need to
allocate additional staffing resources for ongoing reporting requirements.
Accreditation may also impose restrictions on an institution’s flexibility in its
programming, which could be a disadvantage to a small, entrepreneurial institution
(Cooper et al., 2014; Lejeune et al., 2015; Morgan et al., 2012).
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5.

Relationship Building, Pathways and Partnerships: Strategic partnerships can
involve a wide range of activities, including student and faculty exchange, research,
collaborative programming, and degree pathways. This concept was identified as one
of the questions which should guide this project. Partnership programs create positive
opportunities that have the potential for mutual benefit to all parties. As a result of
the COVID pandemic, there is now increased growth in the acceptance and interest
in collaborative online international learning (COIL), which provides new
opportunities for partnerships. The direct financial costs are not likely be substantial
initially, as much of this work would be done at the individual level and based on
personal connections and networking. However, as the number of agreements grows,
it will require dedicated staff to monitor and manage the relationships.
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Table 2
Options Matrix
Cost
Option

Financial
Cost

Organizational
Cost

Benefit
Human
Resource

Time –
Efficiency

Relationship
Building

Ownership
and Identity

Building
institutional
Capacity/ Value

Score

1.

Maintain status quo

Low

Medium

Low

Low

Low

Low

Low

21

2.

Externally managed
campaign

High

Low

Medium

Medium

Low

Medium

Medium

19

3.

Grass Roots
Strategy-Build from
Within

Low

Low

High

High

High

High

High

27

4.

Seek formal
accreditation

High

Medium

High

High

High

High

Medium

20

5.

Relationship
Building-Pathways
and Partnerships

Medium

Low

High

High

High

High

High

25

Weighting: Costs – Low 5, Medium 3, High 1 Benefits – Low 1, Medium 3, High 5

Note. Adapted from Enz, C.A. & Thompson, G. M. (2013). The Options Matrix Tool: A Strategic Decision-Making Tool. The Center
for Hospitality Research, Cornell University Hospitality Research Tool. 4(1), June 2013.
(https://ecommons.cornell.edu/bitstream/handle/1813/71278/The_Options_Matrix_Tool.pdf?sequence=1&isAllowed=y
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Recommendations
The options matrix provides a means to quantify and evaluate the options (Enz &
Thompson, 2013). Based on the analysis and weighting of the options, several recommendations
are made. First, an externally sourced brand and marketing campaign would be beneficial as it
provides skills and resources which do not currently exist in the organization, but it lacks the
enduring qualities of creating a more enduring and sustainable reputation from within, and it can
be expensive. The disadvantages of accreditation, including time, fees, ongoing human resource
costs, and program autonomy, outweigh the advantages it could bring (Lejeune et al., 2015).
Based on current enrolment patterns, the lack of accreditation has not been a hindrance to
recruitment. Although a rationale could be made to maintain the status quo, there is a potential
cost to not developing a positive reputation and a risk of losing market share to competitors and
an opportunity cost of missed market growth (Cutlip et. al., 2020; Rust & Kim, 2012;
Schlegelmilch, 2020; Zhao, 2015).
Second, building strategic alliances, pathway agreements, and scholarly collaboration
could contribute to increased awareness of IBS in other regions of the world. The promotion or
scholarly activity also serves to enhance the quality of the institution. Scholarly activity, which is
considered important in developing an image of quality in higher education can lead to a
mutually beneficial goal of enhancing both institutions' awareness and image in educational
communities (Hanover, 2015; Rust & Kim, 2012). The COVID pandemic has increased the
acceptance and interest in COIL initiatives and the coordination and logistics of such initiatives
have become much less complicated and expensive.
Third, while IBS can draw on its internal expertise to help develop the communications
and messages to promote its reputation, additional external marketing support may be required to
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help guide and refine messaging and help facilitate the process. As a business school, it would be
advantageous to draw on internal resources such as instructors from the marketing program, who
currently provides marketing consultation. Elements of the campaign could also be incorporated
into learning opportunities for students. Emerging trends stemming from research in corporate
branding and reputation emphasize how multiple stakeholders create a reputation, and it emerges
from both formal and informal interactions between these groups, and it is co-created. Openness,
credibility, and responsiveness are essential elements of building a reputation (Karmark, 2013).
Based on this analysis, the optimal strategy would be a combination of options three
and five from the previous section. IBS should work within the organization to develop its
reputation and its people as reputation ambassadors and focus on relationship building
with strategic partners. These strategies will provide IBS with the most authentic method to
build its reputation. Employees, students, alumni, and relationship partners all become part of
reputation building and create an authentic, enduring, and sustainable process. These two options
do not involve substantial direct financial costs. Most of the initiative will involve employee
time. However, as the number of relationships and agreements increase, it will become necessary
to add staffing resources to support the area. Some additional financial resources will be
necessary for social media monitoring, and for professional development for staff. However,
these amounts should fall within the normal operating budget.
Leadership Ethics and Organizational Change
Ethical considerations intersect at many levels of this project and can be evaluated through
three key areas: the ethic of critique, the ethic of care, and the ethic of justice (Starratt, 1991).
The organization and its leaders must begin with several key questions from a critical perspective
in considering who will benefit by an enhanced reputation. This question is pivotal to
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understanding why the organization needs to and should proceed with its plan. The president has
a moral duty to ensure the success of the institution and its continued growth. An enhanced
reputation benefits all constituents through better opportunities for graduates, attracting the right
fit students, improved financial standing and greater resources, financial success for the
organization and its employees, sustainability, and job security. If the institution chose to do
nothing, it could eventually lead to its deterioration. Leaders, therefore, have a moral duty to
seek continual improvement and pursue the optimal prosperity for the organization (Burnes,
2009). While there is an inherent tension between the concept of for-profit and education, the
social exchange theory helps to explain how all parties can mutually benefit for a common good.
As a private, for-profit higher education institution, there is an added dimension of a
responsibility for IBS to provide a return for the investment that created the opportunity for the
organization to exist.
The ethic of care extends from this in the way in which people lead and interact within the
context of the organization, its interactions with other stakeholders, and within the broader
higher education environment. The leadership theories that are followed are intended to promote
truth, honesty, engagement, inclusion, and care. All stakeholders will take an active role in
helping to share in the responsibility of IBS’s reputation. The vision promotes the development
of relationships where there is a strong sense of mutuality and fairness, and an approach that
helps build trust and commitment (Ndalamba et al., 2017). Effective and regular multidimensional communication will be part of the strategy to ensure that people are informed and
heard (Botan, 1997). Leaders need to be effective and ethical in how they guide the organization
(Liu, 2015). While primarily focussed on the enhancement of IBS’s reputation, this project
benefits the overall reputation of higher education in BC and in Canada. Private education is a
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part of Canada’s educational system and therefore a positive reputation will contribute to a
positive image. A poor reputation could negatively impact the overall reputation of Canadian
higher education.
The development of a broader network of relationships and enhancement of its reputation
also serve as drivers for broader social justice issues. Through enhancing its reputation, the
institution is driven to pursue the development of corporate social responsibility goals which
benefit society. As IBS broadens its relationships with a wider network of institutions globally, it
provides greater diversity, the sharing of different cultural insights and the potential for new
learning, social, and economic opportunities for students.
Ethics are central to leadership and have to do with what leaders do and who they are
(Northouse, 2013). Leaders are often in positions of power and influence over others, and,
therefore, their decisions can have profound effects on the organization and its people's wellbeing. Northouse (2013) proposes five attributes of ethical leaders: they show respect for others,
they are committed to serving others, they demonstrate fairness and justice in their actions, they
are honest, and they help to build a sense of community (Northouse, 2013). Leadership
behaviour can be viewed in two dimensions regarding concern for others. Leaders with a high
sense of self-interest and a low sense of concern for others' interests would be considered
ethically egotistic. In contrast, those with a high sense of interest for others and a low level of
concern for the self-interest would be considered altruistic. Most decisions that education leaders
must make have a moral dimension, and therefore they must determine what is important, and
how they will know if it is morally right (Duigan, 2014). Authentic leadership with an emphasis
on self awareness and self regulation helps to guide leaders to more altruistic goals which is
considered morally legitimate (Price, 2003).
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Creating a vision and how change is carried out is more than a task or process. It can also
be viewed as a moral duty (Ndalamba et al., 2018). The creation of a shared vision causes people
to take ownership of the initiative and invest in its success (Senge, 1990). This personal
investment creates a sense of moral obligation at several levels, including self-awareness,
commitment to others, understanding the need for change, identifying the right problem and its
context, taking action, and effective communications (Ndalamba et al., 2018). These themes are
consistent with the AL approaches identified, including self-awareness, self-regulating, balanced
processing, transparency, and open communication (Thacker, 2016).
Cashman (2017) identifies three primary responsibilities of leadership. First, leaders must
have courage and authenticity, be open and honest, and act with integrity. Leaders must also use
their role to provide purposeful influence that is genuinely important and meaningful in the long
term. Finally, a leader's role is to create value for the various constituencies they serve
(Cashman, 2017). These responsibilities align with the AL approach, which is authentic and
distributed; in turn, this promotes both integrity and inclusiveness. Authentic leaders are people
who treat subordinates with respect (Duignan, 2014). Authentic leaders' tendency to have a
strong sense of self-awareness and regulation suggests that they are more aware of their
weaknesses and, therefore, more likely to consider others in their decision-making, contributing
to more ethical behaviour (Avolio & Garner, 2005). The CPM was selected because of its
emphasis on people and the evaluation cycle.
One of the first ethical considerations when examining this improvement project lies with
the question of what if nothing is done. While it could be less work, disruption, and probably
financial outlay to remain with the status quo, would the constituents' needs and interests be met?
How would this add to the value of the organization? How would this benefit students and their

71
future? How would this affect the future potential of the organization? At the same time, it is a
leader's responsibility to act in a way that does not harm the institution or jeopardize others'
reputations and investments. This responsibility extends beyond the institution as IBS can be
regarded as a part of BC's higher education system and certainly representative of the private
degree-granting sector. As mentioned before, the impact of one institution can negatively affect
others (The Observatory, 2007).
Change can be disruptive and, therefore, ethical considerations must ensure the approach is
grounded in a process that allows for feedback and that the change leader does not become
blinded by their drive. Hence, the leader ensures a process that provides adequate consultation
and incorporates feedback throughout the project. There is also a responsibility for leaders to
provide adequate monitoring and controls to ensure that others do not act in a manner that could
be detrimental to the organization. Monitoring of digital and social media is increasingly
important for organizations today (Beatty, 2016).
Effective leaders have an obligation to an ethic of care in the change process and employ a
communication plan that keeps people informed and ensures misinformation and rumours are not
disseminated. There may be challenges and difficult decisions throughout the process. Leaders
need to be honest regarding the realities of the situation, even when there are problems.
Simultaneously, it is crucial to convey empathy and provide hope (Collins, 2001).
Building relationships will be necessary for this project. It is important that those
representing the institution act with integrity and truthfulness as well as seek mutual benefit and
fairness opportunities. The Rotary Four-Way Test provides a guide to assist leaders in decisionmaking (Tadajewski, 2017). It proposes that leaders ask four questions when faced with
decisions: Is it the truth? Is it fair to all concerned? Will it build goodwill and better friendships?
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Will it be beneficial to all concerned? (Taylor, 1932). While this can help guide individuals on
their conduct, appropriate ethical guidelines and approval processes are recommended to ensure
the avoidance of relationships that could harm the institution and ensure a thorough vetting of
information and agreements. Recognition means establishing a relationship or even a contract of
trust that comes with obligations to fulfil, such as a commitment to the student on the program's
promise. It can mean the commitment to a certification or accrediting body to deliver learning
outcomes to specified standards. Processes to evaluate the impact of such obligations and
commitments on the organization are needed to ensure prior consideration of cost and impact on
IBS, HEIG, and its students.
Private education promotes diversity through offering a wider range of educational options
and access to learners, ones which may not be met by the public sector (Culos, 2005; Birnbaum,
1983). In addition to better meeting student needs, Birnbaum (1983) further notes that greater
diversity contributes to improved institutional effectiveness as competition increases HEI’s
efforts to differentiate themselves and, thus, focus on their quality and reputation. Smaller private
institutions can be more responsive to changing economic and social environments and are in
better positions to meet the needs of students and society.
Conclusion
This chapter has provided a framework to help guide IBS through a process of change. In
conjunction with the KAM, the CPM was determined to be the best fit for the organization and
the project's intended objectives because of its focus on relationship building, creating capacity,
and building the initiative from the inside out. An AL approach, which is augmented by a team
or distributed approach during the mobilizing and accelerating phases, was also determined to be
the best model to follow as it promotes building trust and relationships. The emphasis on
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relationship building magnifies the importance of a strong ethical compass to guide the
institution. As the project progresses to the planning stages, the OGSM will help support the
changes' institutionalization or normalization. Throughout the process, the PDSA model will be
applied to monitor and adapt to changing conditions (Pietrzak & Paliszkiewics, 2015). This
process will be further developed in Chapter 3.
An options matrix was used to analyze five different options for IBS to explore. Based on
the weighting system applied, two options emerged as the most favourable: developing the
reputation and image from within the organization and developing strategic partnerships. The
next chapter will look at the plan's implementation and expand on further consultation that needs
to occur and how the plan will be communicated. The role of social media on reputation and
image building will also be further developed. Finally, a measurement framework will need to be
developed to ensure accountability and measure progress and investment return.
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Chapter 3: Implementation, Evaluation & Communication
As described throughout this OIP, leading organizational change is a complex process that
involves the proper execution of interrelated procedures. It begins with comprehensive
organizational assessment and readiness (Bahcall, 2019; Bohlman & Deal, 2008; Buller, 2015;
Kezar, 2018; Whelan-Berry & Sommerville, 2010), followed by a strong vision, planning, and
execution (Deszca et al., 2020; Kotter, 2014). Stakeholders were found to be more receptive and
positively contributed to change when prepared, ready, informed, and involved in the process
(Armenakis & Harris, 2009, Heide et al., 2018). While complex and multilevel, Whelen-Berry
and Sommerville (2010) note the process is both foreseeable and “mappable’’ (p. 176).
This OIP is about an organization's journey from one with little presence in domestic and
international educational settings to becoming an institution of choice and regarded for the
quality of its programs, student experience, and graduate outcomes. In Chapter 1, the
organizational culture, context, and history of IBS were explained and how a lack of external
awareness of its reputation could hinder IBS and its students' futures. In Chapter 2, the leadership
approaches and change management processes used to achieve the desired change were
introduced, and specific strategies were presented.
This chapter will first explain the change implementation process, covering the proposed
stages and how they relate to the achievement of the project goals. Next, the change
measurement, monitoring and evaluation processes will be described. The section will begin with
definitions, followed by discussing the importance of an effective monitoring and evaluation
strategy. The challenges of measurement as they pertain to the OIP or, more explicitly,
measuring an institution's reputation, are reviewed and then the process for identifying the
measurement goals and the processes for collecting, evaluating, synthesizing, adjusting, and
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reporting are explained. Communication has a critical role in any change process, and the chapter
will conclude with an overview of the communication strategy that will be employed and
describe how it will contribute to achieving the desired outcomes.
Change Implementation Plan
Reputation development is an incremental process that evolves over time (Gaines-Ross,
2008). This change project establishes a coordinated campaign to embed and reinforce attitudes,
behaviours, and actions to contribute to a long-term, sustainable system for building the
institution’s reputation. The process will begin within the organization and project outwards
while emphasizing all employees' roles and ownership in promoting and reinforcing a positive
reputation for IBS. While the OIP’s primary goal is to enhance the reputation of IBS, the
underlying goal is a cultural change that leads to all IBS employees seeing their roles as
reputation ambassadors. Thus, the process must be inclusive. A Reputation Committee, which
includes representation from a cross section of employees will be formed to help drive the
process. It will be formed and chaired by the president. A five-step framework based on the work
of Black (2010) will be used to help guide the committee. The leadership responsibility will shift
to a more team-based approach where committee members will take an active role in developing
and implementing the plan.
The theory and logic behind the change plan presented in Chapter 2 proposed that an
institution's reputation needs to be built from within the organization first and gradually move
outward through stakeholders' engagement and the cultivation of strategic relationships. Through
increased awareness of the institution, its attributes and successes, a greater sense of ownership
and pride in the organization will develop. As shown in Figure 1, the enhanced pride and
ownership lead to a better reputation, contribute to graduates' success, support student
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recruitment initiatives and retention, and create a more satisfied and engaged student body,
faculty, and staff. Ultimately, this enhances the overall value of the institution.
The change process will be divided into four key phases that align with the CPM (Deszca
et al., 2020) and the KAM (Kotter, 2014) as outlined in Table 2. The project phases align with
communications, monitoring, and implementation plans, which will be introduced later in this
chapter.
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Table 3
Overview of Change Framework and Project Phases
Change Path
Model & Core
Activities

Awakening

Kotter 8 Step/
Acceleration
Model

Objectives

1.
2.
3.

Mobilization

Create a sense of urgency
Build a guiding coalition
Develop a vision and
Strategy for Change

4.
5.

Acceleration

Communicate the vision
to build support
Empower broad-based
action

6.
7.

Institutionalization

Generate short-term wins
Build on the change and
create momentum

8.

Incorporate the change in
the culture

Months 1-2

Months 2-4

Months 5-16

Months 17-18

•
•

•
•

•
•
•

•
•

•
•
•
•
•
•
•

Learning
Develop awareness and
understanding
Consultation with target
groups
Research the issues
Establish a shared sense of
need and purpose
Enlist executive-level
support
Determine the desired
outcomes (Outputs)
Assess Current status
(Inputs)
Identify gaps

•
•
•
•

Building
Identify and engage
Reputation Committee in
planning processes
Provide training
Create a stakeholder map
Agreement on monitoring
and evaluation metrics
Inform the organization and
key stakeholders

•

Implementation of plan
Relationship building
Create external awareness
of organization objectives
Report on progress and
achievement of milestones

•

Consolidation
Establish project goals into
the operational objectives
and goals
Preserve and protect the
reputation
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In the CPM, the awakening phase is a learning period through which the change leader
consults and learns from stakeholders and constituents to precisely define the problem and
establish the need and sense of urgency to address it (Deszca et al., 2020). The project's concept
will be tested at the executive level to determine if there is sufficient support to move forward
with the project and the design. In addition to establishing a sense of urgency, the proposal must
demonstrate the value for proceeding. The awakening phase will commence with preliminary
meetings with the Senior Leadership Team, which includes mapping out key concepts and the
vision. This will be followed by input from the Strategic Planning Committee and endorsement
from the AC. Since AC members are part of the Strategic Planning Committee and there is
opportunity for ongoing input and updates, once developed, the initiative should not face any
objections.
The project will additionally require support from HEIG and assurance that the initiatives
align with the broader corporate values, branding, and recruitment strategies, and for potential
budgetary and resource implications. Through regular internal communications channels, HEIG
will be continually updated and have opportunity for input. Since the budgetary and financial
resource requirements for the proposed recommendation are not substantial, it is not likely that
there will be objection to the initiative. The objective of leadership is to demonstrate the need to
move forward and lay the vision's foundation. Social exchange theory can be used as a construct
to help explain mutual benefit between stakeholders (Homans, 1958).
The next stage will focus on the mobilization of the organization and expanding the
involvement of others in the initiative. Broad support and commitment are essential for the
acceptance and long-term sustainability of reputation building and to avoid a perception that it is
driven from the top down (Hannington, 2004; Heide et al., 2018). A series of general planning
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forums will be organized to gather ideas and input from employees and communicate the vision.
Employees will be asked to complete a survey for additional feedback and volunteer themselves
if they are interested in greater involvement. A Reputation Planning Committee will be formed
with representation from across the organization that will help with the implementation strategy
and mobilize further support. The inclusive nature of this process is intended to promote
engagement and ownership.
Next, the committee will work from an adaptation of a five-step model for delivering a
brand promise to assess the key elements related to reputation building (Black, 2008; Black,
2010; Hannover, 2015). The assessment is intended to be done collectively with IBS’S
community, a process which follows the principles of distributed leadership. The process begins
by identifying IBS’s constituents, understanding their needs and defining the attributes or brands
of the organization. In the second step, the organization determines the attributes that are highly
valued, should be retained and further enhanced. The third step involved identifying the
attributes that are not valued or present barriers to developing its reputation and should be
removed. In the fourth step, the committee examines how those attributes position the institution
favourably against potential competitors and how it can differentiate itself and examine gaps
between current practices and desired measures that it will take. The final step will focus on
communication, training and engaging the broader group of employees in the types of activities
and messages that will support the development of IBS’s reputation.
In Chapter 2, two primary approaches were identified to enhance IBS’s reputation: first,
build the reputation from within the organization and, second, enhance its reputation through
relationship building. In addition to outlining the steps to make the change process inclusive, the
five-step process identified above also models authentic and distributed styles of leadership.
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Hence, the monitoring and evaluation model will include 'pulse' checks throughout the process to
solicit feedback on the leadership approach.
Throughout the acceleration phase, momentum will be promoted through broadening the
input from other groups, including students, alumni, HEIG recruitment managers, professional
associations, and pathway partners. The emphasis will be on relationship building based on the
principles of social exchange theory. Regular communication will keep stakeholders informed of
progress and provide feedback to management of any emerging trends. Training will be provided
to help employees develop their skills as reputation ambassadors, thereby fostering a greater
sense of ownership and engagement. Throughout the process, the achievement of project
milestones, successes, and what Kotter refers to as 'short term wins' will be celebrated (Buller,
2015; Deszca et al., 2020; Kotter, 2017).
The final stage focuses on institutionalizing reputation building within the organizational
culture to encourage employees to see themselves as reputation ambassadors. It involves the
unconscious and conscious IBS promotion through how people behave and act and develop
relationships with organizational partners. The process is intended to develop an authentic
organizational culture that involves a broad base of support for enhancing the reputation of IBS
that is built on a sense of mutuality. Attributes of reputation building will also be grounded in the
organizational performance expectations. Attention will also be given to reputation management.
It will involve ongoing monitoring of reputation indicators and the development of a Reputation
Crisis Management Plan (Gaines-Ross, 2008; Hannington, 2004). This plan includes ongoing
monitoring of events or communications that affect the image and reputation of the institution, a
response plan to address issues quickly, and ongoing scanning of the educational environment
and worst-case scenario planning (Gaines-Ross, 2008; Hannington, 2004).
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Through a DL approach, all members of the IBS community are trained as reputation
ambassadors and a part of the role involves ongoing monitoring and intervention. For example, if
an employee sees a negative posting on social media, they could either respond directly or direct
it to the president for further follow up. This process allows for a much broader reach of
monitoring and heightens the importance of all stakeholders in the process. This aligns with
social exchange theory and an AL approach as clarification or correction of misinformation
becomes a team effort. It serves all constituents and rather than being the responsibility of a
centralized communication department, all employees engage in portraying a more authentic
message.
The project plan will be incorporated into an institutional OGSM. The OGSM model is
based on the principles of management by objectives (Drucker, 1993), which developed from the
Japanese auto industry in the 1950s and was later popularized by Proctor & Gamble. General
objectives are achieved by breaking them down into goals, articulating specific strategies
through which they can be achieved, and identifying leading indicators to monitor progress and
incremental success (Janse, 2019). IBS developed its own OGSM, which was adopted as part of
HEIG’s overarching annual planning process. It ensures overall alignment and agreement on the
goals, strategies, and measurements used to report progress. The OGSM works in conjunction
with a balanced scorecard and monthly tracking reports monitor the progress (Kaplan & Norton,
1996, Cawsey et al. 2012, Deszca et al. 2020). In the IBS context, monitoring includes tracking
predictive or leading indicators that help to show progress towards the goals and evaluative or
lagging indicators that show completion of each of the project's goals.
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Proposed Implementation Timeline
This project will take place over a 12- to 18-month period. Table 3 provides a high-level
overview of the implementation timeline. The timeline notes the CPM phases (awakening,
mobilization, acceleration, institutionalization) related to the project's various stages (Deszca et
al. 2020). There is considerable overlap between the transitions that reflect the need to adapt to
changes and adjustments that arise.
Change Process Monitoring and Evaluation
The monitoring framework can be viewed as a circular process that provides ongoing
monitoring towards attaining the goal. The PDSA cycle approach provides a useful model to
help organizations monitor and improve the process (Connely & Kirk, 2015). Hence, the process
leads to continuous quality improvement as it is refined. This process supports the institution's
overarching culture as a learning culture because it promotes assessment, observation, reflection,
and modification. The process may include single-loop learning or, if the feedback causes
changes to the fundamental values, the result is what is referred to as double-loop learning
(Pietrazak & Paliszkiewicz, 2015).

83
Figure 4
PDSA Cycle

Note. Plan, Do, Study, Act (PDSA) cycle adapted from “Using the PDSA model for effective
change management. Donnelly, P & Kirk, P, (2015) Education for Primary Care (26) p. 279.

The PDSA cycle identifies a one-step process for planning. However, a two-step process is
proposed for this project (See Figure 5). A two-step process emphasizes the focus on developing
what the organization wants to measure concerning the development of its reputation. Enhancing
an institution's reputation could lead to a wide range of foci that address who it is that we want to
impress. Also, throughout the process, changing conditions and trends may emerge that can
cause an adjustment to the overall process. Thus, a modified PDSA model is proposed that
includes the two-step planning process and recognizes the possible introduction of emerging
trends.
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Figure 5
Modified PDSA Cycle

Note. Plan, Do, Study, Act (PDSA) cycle adapted from “Using the PDSA model for effective
change management. Donnelly, P & Kirk, P, (2015) Education for Primary Care (26) p. 279.
An ongoing monitoring and evaluation framework serves a variety of purposes and is a
critical part of any change process. Monitoring is defined as a planned, continuous, and
systematic collection and analysis of information that provides management and stakeholders
with a measurement of progress in a project through predictive or leading indicators that help
show advancement towards achieving the goals (Klein, 1996). Evaluation refers to a structured
means of determining the achievement, quality, and effectiveness of a project’s goals and
objectives (Markiewicz & Patrick, 2016). The change process includes identifying the desired
results, providing management with feedback on the progression through the process,
demonstrating accountability to stakeholders, organizational learning and improvement,
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continuous improvement of the project, and helping guide decision making throughout the
project (Markiewicz & Patrick, 2016; Kaplan & Norton, 1996).
These stages in the change process provide feedback to allow change leaders to adapt and
adjust to shifts in the internal and external environments, incorporate changes as they arise in
emerging trends, and to measure the changes' successes. Data collection, analysis, and
communication have an essential role throughout the change process to keep stakeholders
informed and to help maintain momentum for the project. The type of data that is collected is
also important as it will influence what matters most and determine what will receive the most
focus. (Cawsey et al., 2012; Deszca et al., 2020).
Two aspects are being monitored and evaluated in this project. First is the progress to
achieving the objective of enhancing IBS’s reputation. The second is the effectiveness and
success of the change implementation plan. While the two are interconnected and may use
similar data and information, they will be used differently for different audiences and purposes.
The monitoring of the change process’ effectiveness has more of an internal focus and is
intended primarily for the change leaders. The information collected will help leaders adjust and
adapt to the process of change. This information will often be time-sensitive and will consider
changing conditions and emerging trends. The monitoring and evaluation of the overall project
are intended for a broader stakeholder group to demonstrate the progress toward achieving the
desired outcomes.
All stakeholders need to be provided with information regarding the progress towards the
change goals for common and various reasons, and data sharing forms an integral part of the
communications strategy. The president need feedback on the progress towards the goal or what
is achieved and the effectiveness of the process. HEIG needs to understand that potential risks
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are identified throughout the process and that performance goals are achieved. Employees and
the AC want feedback to see how their efforts contribute to the overall goals maintaining
momentum on the project. Data on progress also forms an essential part of the communications
strategy to share milestones with stakeholders.
The project will employ two monitoring and evaluation frameworks. The first is based on
Markiewicz and Patrick's (2016) six stage framework (SSF), and the second will apply these
structural elements into the operational framework from the Balanced Scorecard (Kaplan &
Norton, 1996). The SSF provides a comprehensive framework for designing a monitoring and
evaluation framework. The Balanced Scorecard puts the measurement aspects into a business
context currently used within the organization. While the Balanced Scorecard has a more
business focus and could be viewed as a more top-down approach because of the elements it
considers, the SFF offers a more inclusive model through which the monitoring and evaluation
process is developed from the bottom up. It reflects the unique and complex organizational
context of a private, for-profit higher education institution where both elements must be
considered.
The SSF involves scoping the framework; developing the program theory and logic;
developing the monitoring and evaluation plans; data collection, management, analysis, and
synthesis; learning, reporting and dissemination; and planning for implementation (Markiewicz
& Patrick 2016). A key objective is to ensure a shared vision and understanding of the project's
reason. The first step in the process involves a comprehensive mapping of stakeholders as shown
in Appendix J, their impact, influence, and feedback types. This process will also assist in the
development of the communication plan and determination of the design requirements.
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As shown in Figure 2, the second stage involves mapping the theory and logic of the
project. This stage helps frame the project in simple, visual terms, which help faculty, staff, and
management understand and make sense of the changes. The development of the monitoring and
evaluation plans will look specifically at what needs to be measured, what elements are essential,
and the development of the questions. Markiewicz and Patrick (2016) suggest five elements for
consideration in designing questions. These are appropriateness, effectiveness, efficiency,
impact, and sustainability. Developing the questions reinforces the leadership and organizational
goals of authenticity, inclusiveness, and mutuality—the determination of what is measured
influences the direction and approach to the project. As identified in Chapter 2, the approach
used to build the reputation will be one that works from the inside out. A strong, enduring, and
authentic reputation comes from within the organization meaning the process and design of the
monitoring and evaluation plan must be congruent with the overarching goals and organizational
context. Therefore, the monitoring and evaluation questions will involve input from the various
planning teams in phases two and three.
Stage four requires a systematic approach for collecting and evaluating data. The
stakeholder analysis is an essential part of the design for this stage ensuring that the data
collected and reported matches the various constituents' needs and provides the evidence to
demonstrate if the objectives have been met. A statement of the desired outcomes that included
greater interest in studying at IBS, expanded partnership opportunities, improved job prospects
for graduates, strong retention rates, satisfied stakeholders, enhanced credibility, and enhanced
organizational value will be reviewed by planners and HEIG. Since the collection and reporting
of data can be resource-intensive, efforts will be made to utilize existing data that are already
routinely collected and reported to support the desired monitoring and evaluation.
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Stage five involves the development of a plan for the analysis and synthesis of data. The
early planning of what data is collected, how it will be analyzed, reported, and used is an
important part of the process and imperative to determination of whether the objectives are met.
Often data collection is added as an afterthought, which makes it difficult to report on the actual
and intended benefits of a change process (Markiewicz & Patrick, 2016).
The final stage is the planning for the actual implementation of the monitoring and
evaluation framework and reporting on the progress and achievements. The Balanced Scorecard
(Kaplan & Norton, 1996) will be used for the implementation process. It was chosen for two
reasons. First, it is currently a model used in the organization and is familiar to the institutional
leaders, employees, and the parent company. It is used broadly within the organization to
monitor and evaluate overall operational goals. It will help facilitate integrating the project's
strategy into its overall goals and the broader organization. Time will not have to be spent
explaining a new system. Secondly, it is a model that is used widely in business to help drive
performance. While an educational institution, IBS is also a for-profit business and, ultimately,
the institution's activities aim to promote business profitability, sustainability, and add value to
the organization. Therefore, it is appropriate to include a financial metric in the monitoring and
evaluation model. The Balanced Scorecard will be integrated into the organizational OGSM. The
inclusion in the OGSM ensures that the change initiatives will become part of the annual
operation plan from which employees set their annual goals and performance. The inclusion of
the project within the OGSM ensures the institutionalization of the monitoring and evaluation
processes.
The Balanced Scorecard, as shown in Appendix F, considers the organization's
performance through four lenses: financial, customer, internal, and learning and growth.
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Financial refers to the return on investment, and economic value added. Owners must determine
if the allocation of resources makes sense, but more to demonstrate the institution's value due to
the enhancement to its reputation. The customer's dimension includes students, alumni, and
educational agents. Reputation is considered an intangible asset to a company that creates value
to an organization (Fombrun et al., 2013). Areas that would be measured include satisfaction,
recruitment/enrolment, and retention. A more substantial reputation should correlate to higher
levels in all categories. The internal processes measure how well the institution, including the
change processes, functions, and what institutions need to be successful. The knowledge and
growth dimension considers the people, skills, training, leadership, learning, and creating and
improving value. Each of these dimensions can further be described through the monitoring
perspective and whether the measurement will be qualitative or quantitative. While the
monitoring and evaluation instruments may be further developed throughout the process,
Appendix I summarizes the proposed structure of how the framework would work within this
change plan’s context.
Evaluating Growth in Reputation
The focus of this OIP is to enhance the reputation of IBS to help in the long-term growth
and development of the institution and benefit current students. Reputations can be challenging
to measure as they are primarily based on people's perceptions (Fombrun et al., 2015; Helm &
Klode, 2011). Reputations can be considered a lagging indicator. They develop slowly and are
based on the accumulation of previous actions. Therefore, it can take time for an institution to be
aware of its reputation (Simpson, 2012). Scholars have conceptualized two ways of measuring an
organization’s reputation: single faceted or one overall generic measurement and multi-faceted,
which considers a broad range of dimensions. According to Chun (2005), reputation
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measurement can be narrowed down to three schools of thought which relate to the stakeholder’s
evaluations of financial achievement, referred to as evaluative; overall identity and reputation of
the organization; and their connections or gaps between internal and external stakeholders’
views, which are also referred to as relational. Chun identifies three areas of assessment needed
to measure reputation, which are image, identity, and desired identity. Image refers to how others
perceive the organization, identity refers to how those within the organization perceive
themselves, and desired identity refers to how the organization wants to be perceived (Chun,
2005; Simpson, 2011).
HEI’s reputations have traditionally been tied to rankings that major media magazines and
organizations often conduct and, hence, consideration should also be given to such publications
(Myers & Robe, 2009). Media rankings have become a primary means for which business school
reputations are evaluated despite their shortcomings and objections from educators, scholars, and
accreditation agencies (Vidaver-Cohen, 2007). In Canada, rankings are associated with inclusion
in the Macleans Magazine ranking (Macleans, 2021). However, there is a wide range of other
rankings internationally. The challenge with university rankings for IBS is that its size, category,
and unique focus may be a hindrance when compared with larger and more prominent
institutions. Additionally, the goals of the institution can become influenced by the pursuit of the
ranking indicators. Business school organizations such as the AACSB warn about the reliance on
rankings as a measurement for business schools' quality and reputation, citing that measurement
variables are changing, and rankings can be misleading to consumers and become more critical
than quality assurance (AACSB, 2005).
Two options for a standardized assessment for evaluating reputation are the Reputation
Quotient and the RepTrak system (Fombrun et al., 2000; Fombrun et al., 2015). These may be
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considered to establish a benchmark and conduct a post-test to measure the changes'
effectiveness. These instruments have shown that the construct of a reputation can be
operationalized by assessing the institution's level of admiration and respect, the level of 'good
feeling' that observers experience, and the overall level of public esteem (Vidaver-Cohen, 2007).
As a private for-profit institution, a business has high importance placed on accountability and
return for investment. This model could be considered a more reliable and objective evaluation
of reputation to guide business decisions than rankings.
The Reputation Quotient assesses six drivers and 20 attributes of an organization’s
reputation (Fombrum et al., 2000; Stacks et al., 2013). The drivers are: the organization's
emotional appeal, which refers to the organization's level of trust, admiration and respect, and
good feeling; the products and services, quality, value and innovation and the degree to which
the institution stands behind its services and programs; the degree of vision, leadership, and the
ability to act on opportunities; the work environment, which includes the overall management,
the quality of the employees, and if it is regarded as a good organization to work for; the
financial performance, sustainability and profitability, and its performance relative to its
competitors; and the organization's level of social responsibility (Chun, 2005; Simpson, 2011).
The RepTrak system evolved from the Reputation Quotient and was developed by the same
organization, the Reputation Institute. It includes 23 attributes but focuses on the work
environment, corporate social responsibility, and innovation. Appendix H provides a comparison
of the elements of both instruments. It is particularly worth noting that effective leadership,
vision, desirable work culture, and ethical elements are important in measuring reputation.
Although there is benefit to a standardized measurement which can provide comparative
data as well as the consulting that accompanies the initiative, a major barrier to using these
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instruments is the cost. Furthermore, there is disagreement amongst academics whether
reputation is formed by the indicators, or if the indicators should reflect the existing reputation
(Simpson, 2011). IBS should develop its own reputation index based on a range of attributes that
it considers important and aligns with organizational objectives. This approach allows IBS to
determine what it determines is important to its reputation and how it wants to be perceived and
to develop the indicators that will allow it to track its progress. The index will draw upon
measurements used by both the previously discussed ranking and reputation measurement
systems. An index allows for an easily reportable indicator that can be used to monitor progress
to both IBS and HEIG. It also allows various constituents within the organization to identify how
their area can contribute to the overall objectives and goal.
Beyond Measurement of Progress
The change intends to positively impact the organization and its stakeholders, but merely
stating the desired goal is insufficient. It also needs to show the impact that the changes have
made. The measurement framework's value will be determined by the evidence and the strength
and credibility of the evidence produced (Commonwealth Scientific and Industrial Research
Organisation, 2020). A credible and informed measurement framework further aligns with an AL
approach that emphasizes trust and relationship building. The process must consider both what
will be measured and who it is for, and, therefore, a measurement framework design must
include feedback to a variety of constituents. In other words, the measurements of success need
to show more than achieving the goals. They also need to assess stakeholders' attitudes, feelings,
and voices through ongoing follow-up meetings. The key areas identified in the theory and logic
map should be achieved. These include:
•

Greater interest to study at IBS (recruitment and growth)
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•

Expanded partnership opportunities

•

Improved job prospects for graduate (graduate outcomes and placement)

•

Strong retention rates (enrolment data)

•

Satisfied stakeholders (qualitative assessment through interviews/surveys)

•

Enhanced credibility (interviews with stakeholders)

•

Enhanced organizational value (perceived change by HEIG – Reputation
Management)

Identification of Key Metrics (Plan)
The PDSA cycle identifies a one-step process for planning, but a two-step process was
chosen to emphasize developing what the organization wants to evaluate as a measure of
success. Enhancing an institution's reputation could lead to a wide range of foci that address who
it is that we want to impress. The determination of what the organization wants to measure
concerning enhancing its reputation is directly linked to the desired outcomes and shapes its
focus (Markiewicz & Patrick, 2016). If, for example, the goal is to improve the reputation
through a favourable ranking in Macleans Magazine, then the project will need to focus on
metrics that contribute to the magazine’s ranking process. If the focus is on an enhanced
reputation with local businesses and industry, a separate measurement form will be needed.
How the goals' achievement is assessed will help determine and refine the strategies that
will be used. A series of stakeholder consultations will take place to identify what the
organization should be evaluating. Authentic and distributed leadership styles will contribute to
building relationships and promote employee ownership, engagement and communication which
help in the development of IBS’ reputation. Therefore, while the monitoring and evaluation may
focus on developing the reputation itself, consideration must also be given to provide leaders
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with feedback on their effectiveness (Fombrun et al. 2000, 2015; Hannington; 2004; Stacks et
al.,2013).
The second step would then deal with how to assess progress towards the goal. The
evaluative questions need to be asked to establish both predictive measurements (leading
indicators) incorporated into the OGSM. These are designed to be reported regularly throughout
the planning year. Evaluative measurements, or lagging indicators, report on achieving the
project's goal and overall effectiveness and impact. Summative evaluation will utilize existing
instruments such as the annual Employee Engagement Survey conducted by Human Resources,
which measures faculty and staff engagement and satisfaction. Additionally, the internal Student
Satisfaction Survey, New Student Survey, and Alumni Surveys can be reviewed and adapted to
provide appropriate feedback and information. It is also essential to consider social media
metrics and how existing tracking can provide base data and ongoing monitoring.
Three aspects will be monitored and evaluated throughout this change plan for the
institution: the institution’s reputation, the growth of employee engagement in reputation
development, and the change process’ effectiveness. As previously noted, reputation
measurement is multi-faceted (Chun, 2005). Therefore, as shown in Appendix G, various
instruments will monitor and evaluate the plans progress and effectiveness. The proposed
framework includes both examples of tools for monitoring and evaluation.
While the primary purpose of this stage is to develop a more robust concept on the change
plan, it needs to be conducted in a way that aligns with the organization culture and the desired
state of the culture, the leadership theories applied, and the identified approaches identified in
Chapter 2 to develop the institution's reputation. The two primary approaches were to build the
reputation from within the institution outwards and through relationship building. Therefore, the
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process will not only be based on what is done but also on modelling AL and DL styles and
providing appropriate training in the approach and methods to reputation development. Likewise,
the monitoring and evaluation model will include 'pulse' checks with stakeholders throughout the
process.
Plan to Communicate the Need for Change and the Change Process
While all previously described aspects of the change process are essential, effective,
honest, and ongoing, communication throughout the process is critical as it sets the tone for
whether the change is accepted or rejected (Mento et al. 2002). Failure in change processes often
results when people do not understand the necessity for change or how it could affect them
(Klein, 1996). Change creates a potential opportunity for confusion and distrust as people may
not know what to expect. The lack of clear and effective communication through the process can
lead to the manifestation of rumours which can undermine organizational structures and systems
(Bolman & Deal, 2008). Effective communication is regarded as an enabler for trust when
people have an opportunity to both share opinions and ideas freely and feel comfortable to raise
concerns or warn about potential threats (Hakanen et al., 2016). In a DL approach, clear
communication by leaders contributes to more effective and efficient team results (Zocarro et al.,
2001).
The way communications flow within an organization conveys a great deal about how it
functions. It describes the interactions between people, which means the organization is a
product of its communications processes (Heide et al., 2018; McPhee & Saug, 2000;
Shoenbebourn et al., 2019). As a small, collegial institution, IBS tends to have a multidirectional
communication flow and often relies on informal channels and direct interaction. While this was
particularly evident before the COVID pandemic, as the institution moved to work from home
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and online learning, it adapted to virtual interaction, and communication frequency has increased
in many ways. The ability to adapt quickly is also a reflection of an employee's willingness to
change and adapt, which is a positive attribute in a change management process.
Communication within IBS should not be the responsibility of one person or department,
nor should it be regarded as one-directional. Instead, it is a multi-dimensional process and
involves how information is shared and received. Communication needs to include elements of
authentic listening, honesty, the exchange of knowledge and facts, systems for feedback and the
sharing of emotions and feelings (Hakenen et al., 2016). The approach must contribute to a
climate that is open, and training is vital to ensure that communications are consistent with the
project's desired goals. Given the anticipated reliance on virtual interactions arising from the
pandemic, a particular focus should be on developing employee skills in this medium.
Throughout the process, leadership must listen to people's ideas and concerns and make sure that
all involved have the skills, confidence, and expertise needed to carry out the new
responsibilities. (Bolman & Deal, 2008).
IBS uses various mediums and channels to communicate and will likely continue to focus
on social media and virtual interactions in the future. IBS has a dedicated communication officer
who manages social media platforms. It is also able to access additional resources for
international campaigns through HEIG. All employees have a personal company email account
and Zoom account.
Figure 6 shows the communications strategy's theory and logic flow. An effective
communication strategy will help IBS fulfill its mission. Communication is multidirectional and
must include systems to convey information outward and inward. All persons have a role in
communications both as communicators and recipients of the communication. Effective
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communication flow is important to develop support at all levels, keep all stakeholders engaged,
and build momentum. It also ensures that management is informed of the project status, success,
and potential issues to respond accordingly. Thus, the process contributes to the desired
outcomes of having an informed community, the advancement of IBS's reputation, an engaging
and supportive organizational culture, and greater institutional capacity and value. It is also
crucial that the communication strategy aligns with the leadership theory. Authentic
communication values inclusion, curiosity, commonality, and inquiry. It is more about building
relationships than pushing information (Cashman, 2017). Relational transparency and being
open, honest, and real are key in AL communication (Northouse, 2013). Since the project's goal
is to engage a broad group of employees and other key stakeholders, the communications
strategy must also reflect this sense of authenticity throughout the organization and provide
appropriate orientation and training to its constituents.
Figure 6
Theory and Logic of Communication Strategy

Note. Adapted from Markiewicz, A., & Patrick, I. (2016). Developing monitoring and evaluation
frameworks. Sage. P.72
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A further aspect for inclusion in the communications strategy is the matter of ethics.
Communications strategies have traditionally fallen under the auspices of public relations (Heide
et al., 2018). A key objective is to communicate persuasively to achieve an intended goal.
However, in addition to conveying a message, communications reflect the organization itself.
Processes within the communication strategy must be in place to monitor and ensure the
messages are consistent with the organization's ethics and values and communicated to reflect
the desired outcomes. Leaders need to make efforts to maintain regular and personal connection
as this helps to build relationships and contributes to a greater sense of trust and teamwork
(Planche, 2020). Transparency, honesty, and integrity are critical attributes in communication
(Collins, 2001). In an increasingly digital era, social media can serve as a channel for
misinformation, and it can convey, influence, and expose information in real-time (Beatty,
2016). An organization that is well informed and has high levels of trust will be able to provide
greater support to mitigate potential reputation damage.
According to Botan (1997), communication approaches can be viewed as either monologic
or dialogic. Monologic communication is defined as one-directional and seeks to command,
coerce or, to some extent, manipulate and those at the receiving end are objects for exploitation.
As this project focuses on building enduring and sustainable relations and working from
theoretical bases of authenticity and social exchange, the more appropriate communications
strategy is dialogical. A dialogical approach is the opposite, which is characteristic of dialogue
and a relationship in which the parties have a genuine concern. It is manifested through an
emphasis on listening and the freedom to move to other inquiry levels (Botan, 1997). A
dialogical approach fits well within the organizational culture through which communication
naturally tends to be more multidirectional. Dialogical approaches can be more complex and may
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require more time and resources. However, this approach supports a more ethical and responsible
strategy.
Communication needs to be tailored for the various stages of the change process to specific
audiences and through different mediums. A clear message at the outset of the project will help
people understand why, what, and how changes are occurring (Beatty, 2015). Communication is
achieved through a combination of words, deeds, and symbols (Bolman & Deal, 2008). Negative
responses to change are often caused by a leader’s lack of attention to communication
(Armenakis & Harris, 2002). Beatty (2016) further notes that barriers to change stem from poor
communications. Examples of poor communication includes not keeping people informed, a lack
of consultation, sending conflicting messages, and communication initiatives that provide too
much information at the start and not enough as time goes on (Beatty, 2016).
Armenakis and Harris (2002) identify five key message domains that help shape an
individual's support or resistance responses. These are discrepancy, which addresses feelings
towards the need for change; efficacy, which motivates people to change through an
understanding that something is wrong; appropriateness, which shows how the change proposed
will address the problem; principal support, which demonstrates that there is a commitment from
the organization; and finally, valence, which connects back to the previous chapters’ discussions
on social exchange theory (Cropanzo & Mitchell, 2007; Emerson, 1976; Homans, 2012) and
addresses the question “what is in it for me?” (Amenakis & Harris, 2002, P 171). Klein (1996)
identifies several fundamental principles in effective organizational communication strategy
which emphasize the use of different mediums for communication, the importance of personal,
face to face communication, the repetition or redundancy of messaging, a central and supervised
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communication channel hierarchy, the use of opinion leaders, and specific or relevant
information as opposed to general or abstract messages.
Communications Model
The communications model used for this project is based on the work of Beatty (2015).
As shown in Figure 7, the communications model is represented as a continual, circular process
that resembles the PDSA cycle and addresses the six key communication areas of responsibility,
guidelines, stakeholders, messaging, mediums of delivery, and messengers.
Figure 7
Beatty’s Communication Model

Note: Adapted from Beatty, C. A. (2016). The Easy, Hard & Tough Work of Managing Change. Queen's
University IRC. https://irc.queensu.ca/sites/default/files/articles/the-easy-hard-and-tough-workof-managing-change-carol-beatty.pdf. p. 114.
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The IBS President will have oversight for the reputation building communications and will
be supported by the IBS communication officer and the HEIG Communications Department. The
communication officer will develop and monitor communications, and social media collateral.
The HEIG Communications Department, on the other hand, provides overarching support for
graphic material and style guides to ensure brand consistency within the HEIG organization. For
the effective delivery of the strategy and aligning to a distributed leadership approach,
communication guidelines will be conveyed through training sessions for all employees. A
Communications Stakeholder Mapping Chart shown in Appendix I shows the responsibilities
and accountability for the various levels of communication. The guidelines will incorporate the
principles of a dialogical approach, ethics, and mutuality (Botan, 1997).
Implementation Timelines
The communications strategy will align with the overall stages of the change management
process. Table 3 expands on what was presented earlier in this chapter to show the relationship
between the change phase and the communication objectives. Appendix E provides a proposed
implementation timeline showing the phases and the desired outcomes for each phase. The initial
phase focuses on sharing the vision and answering why change and how the project will proceed.
It will provide opportunities for input and enlist support from those interested in greater
involvement. The second phase, mobilization, will focus on developing the systems and laying
the communication strategy foundations. It will include developing individual strategies, creating
communication collateral, training, and channels for information sharing and receiving. The third
phase will focus on the acceleration of the project and the employment of specific strategies.
While some communications aspects will remain centralized, the objective is to engage all
employees as reputation ambassadors. For example, employees will be encouraged to share
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information within their professional groups and share success stories. A key focus during this
phase is to maintain momentum for the reputation-building initiative. Reputation building does
not have an endpoint. It is an ongoing process that involves continual monitoring, development,
and enhancement to respond to changing conditions and emerging trends. Reputations take a
long time and great effort to develop, yet they can be lost quickly (Gaines-Ross, 2008;
Hannington, 2004). Therefore, a key objective is to institutionalize the communication strategies
into the organizational culture to enhance and protect all employees.

Conclusion
This chapter has provided a comprehensive overview of the implementation, monitoring
and evaluation, and communication plans for an OIP that is directed at enhancing the reputation
of IBS. The plan emphasizes an inclusive approach that develops the organization's reputation to
convey outwards and is intended to engage all employees as reputation ambassadors. The
strategy emphasizes the value of an authentic approach from the institution regarding
relationship building and the importance of congruence with leadership approaches and overall
development of a culture of authenticity within the organization.
Next Steps and Future Considerations
This OIP has focussed on IBS’s challenge to achieve greater recognition and to build its
reputation to support the institution’s future. Over the following twelve months, the next stages
of the plan will initially focus on gathering full support and agreement from the IBS Senior
Leadership Team, HEIG, and AC. A more distributive leadership approach will be employed
following agreement and endorsement. A Reputation Committee will be formed and using the
five-step plan discussed in Chapter 3, begin a planning process to engage the organization in a
broader discussion about reputation building and the inclusion of the institutions community in
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the reputation building process. A key aspect of this project will be how to measure reputation
and therefore an important part of the planning will be the development of a Reputation Index
that will identify what IBS will use to monitor and measure its progress. Initial benchmarking
data will be collected so that progress can be measured in the future. The role which employees
have in the building and maintaining of the institution will be incorporated into employee’s
performance goals. IBS will not intentionally pursue the inclusion on rankings, although it will
continue to monitor them to provide insights into changing trends in higher education reputation
measurement and assessment. However, through the development of its reputation, an outcome
may be that the institution eventually is included within standard ranking systems.
Building on the inclusive nature of the project, all employees will be able to participate in
training to become reputation ambassadors, which will help IBS to identify a greater range of
prospective partners and relationships. As the relationship-building process progresses, there will
be a shift to relationship management as the focus should not be on quantity, but on quality.
Within the organization, follow up training, dialogue, and communication will continue to
ensure an ongoing awareness of the importance of regular monitoring and promotion of IBS’s
reputation. This will include recognition events and a more robust communications outreach and
media campaign, and the promotion of the organization within the local business community. As
relationships build and success stories follow, it will be important to convey the messages to all
stakeholders.
As a positive reputation is developed, so must the effort to sustain and maintain it. This
includes systems to monitor social media as well as promoting all stakeholders as reputation
ambassadors who listen, watch and report cases of concern. IBS must also develop a strategy to
minimize the risk of deterioration of its reputation.
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Finally, the development of the reputation must leverage its relationship and connections
through the HEIG global network. Regular involvement and check-in meetings will be
coordinated for monitoring purposes to maintain awareness of emerging trends and to develop
new ideas for relationships.
While building IBS’s reputation has been the primary focus of this plan, the underlying
outcomes of this initiative has been to foster an authentic culture that is agile and adaptable to
changing conditions. All those within the organization must continue to reinforce an authentic
leadership style in conjunction with a distributive approach by encouraging open dialogue and a
sense of inclusion and mutual benefit. Through this wholistic effort IBS will continue to enhance
its reputation, and contribute to the success of the institution, its graduates, and the higher
education community.
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Appendixes
Appendix A: Bolman & Deal Four Frame Analysis

Key issue

Micro
(Internal
Organization)

Meso (Parent
Company)

Structural

Human Resource

Political

Symbolic

• Capacity and organization
to deliver a Graduate
Program
• Internal polices which
govern processes
• Organizational structure

• Having the right people in place
who can deliver on the goals and
support the vision
• Internal capacity to develop and
deliver a graduate program.
Instructor qualifications,
administrative and student support
for a graduate-level, development
of additional services such as
career services for graduate level.
Identification of training gaps.
• Consideration to motivating
support.
• Leadership capability to show
confidence to parent company the
ability to develop and operate a
program

• Competing with other
institutions for market share –
Acceptance and recognition
• commitment of internal
resources to the project,
particularly human and
financial. Support for the
change which will impact the
nature of the institution.

• Building a lasting
reputation as an institution
of choice
• Changing the image of
institution from within

• Delegation of authority over
program choices.

• alignment of vision with
parent company’s
aspirations

• Strategy Budget approval,
overall fit with the parent
company’s vision
Organizational structure
and capacity
• regulatory approvals,
industry accreditation and
articulation agreements

• Competitive HE market,
• External perception of the
credibility, consumer
institution
protection considerations,
Economic impact,
competition
• Architect
• Advocate, Peacemaker,
• Visionary
relationship builder
• Creating and developing a
• Capacity to foster
•
program and organization
connections at the external
level, build trust
Note. Adapted from Bolman, L. G., & Deal, T. E. (2008). Reframing organizations: Artistry, choice, and leadership (4th ed.). Jossey-Bass.
Macro
(Regulators,
Industry, Peer
Institutions,
Accreditation)
Leadership
Image
Leadership
Challenge

• Leadership capacity to foster
connections at the external level.
Identification of where additional
human resources are required to
develop these goals.
• Confidence, team builder,
empowerment, trust
• Garnering support internally and
externally
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Appendix B: Change Path Model and Kotter 8 Step Model
Change Path
Model

Awakening

1. Identify need for
change -Why change?
2. Articulate Gaps
between current and
future states
3. Develop a powerful
vision
4. Communicate the
vision
Kotter 8 Step/ 1. Create a Sense of
Urgency
Acceleration
2. Build a guiding
Model
coalition
3. Develop a vision and
Strategy for Change

Mobilization

5. Make sense of the
desired change
6. Assess power
dynamics and build
coalitions
7. Communicate need for
change
8. Leverage change agent
abilities to benefit
change
4. Communicate the
Vision to build support
5. Empower Broad-based
action

Acceleration

Institutionalization

9. Continue to engage and 12. Track change
empower others
13. Adapt and modify plan
10. Build momentum
as needed
11. Manage transition and 14. Deploy new structures
celebrate small wins
to create stability
and milestones

6. Generate Short term
wins
7. Build on the change
and create momentum

8. Incorporate the change
in the culture
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Appendix C: Macleans Magazine Canada’s Top Primarily Undergraduate Schools 2020
Overall
Ranking

1
2
3
4
5
*6
*6
*8
*8
10
11
12
13
14
15
16
17
*18
*18

School

Mount
Allison
UNBC
Trent
Acadia
Lethbridge
St. Francis
Xavier
Saint
Mary's
Bishop's
Lakehead
Ontario
Tech
UPEI
Laurentian
St. Thomas
Moncton
Winnipeg
Nipissing
Mount
Saint
Vincent
Brandon
Cape
Breton

Social
Student/
Medical/
Total
Last Student
Student Faculty Sciences &
Operating Library
Library
Scholarships Student Reputational
Faculty
Science Citations Research
Year Awards
Satisfaction Awards Humanities
Budget Expenses Acquisitions & Bursaries Services
Survey
Ratio
Grants
Dollars
Grants

[1]

*4

4

1

1

11

*2

10

9

4

1

17

*3

14

1

[2]
[3]
[*4]
[6]

1
*7
6
*4

2
18
8
7

5
8
4
10

12
*2
*7
13

*7
4
19
9

8
*2
11
1

4
7
11
15

4
8
10
7

1
17
13
6

*11
*16
*7
*7

9
19
*15
3

15
1
5
18

*10
3
*5
4

6
4
3
7

[*4] *11

9

7

4

5

13

1

12

11

*14

2

6

15

2

[7]

16

15

*5

12

6

5

13

12

*5

5

7

*5

8

[12] *14
[8]
9

13
15

2
*17

*2
*7

13
6

12
10

14
3

18
2

8
10

3
13

*15
4

*8
*3

8
*12

10
12

[*9] *14

19

14

*14

1

4

2

3

19

19

1

12

9

5

*[9] 3
[11] 10
[14] 17
[13] *7
[15] *11
[16] 16

5
10
11
1
17
14

12
19
6
16
13
3

9
*5
*14
10
*14
*14

18
*15
10
17
2
14

16
9
N/A
15
5
14

6
9
N/A
13
8
16

5
1
19
14
11
17

7
5
2
3
18
9

*16
*14
4
*7
10
*16

6
7
8
14
12
13

13
*10
2
*8
17
*10

19
*10
7
18
*12
1

11
15
17
14
9
19

[17] *11

12

9

*14

*15

7

18

15

14

*5

11

16

17

13

[18] *18

3

*17

*14

*7

17

17

16

15

2

10

14

2

18

[19] *18

6

11

11

3

18

12

6

16

*11

18

19

16

16

2

Source; https://www.macleans.ca/education/university-rankings-2020-canadas-top-primarily-undergraduate-schools/
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Appendix D: Analysis of Five Options
Option
Maintain the
Status Quo

Description

Advantages

Disadvantages

The first consideration must be what if
nothing additional is done to promote
IBS's reputation and image.

This option is desirable concerning
resource allocation to this effort, and
there could be savings on fees for
association memberships and
conferences. Resources could focus on
short-term marketing promotions and
promotions through current sales
channels. Over time the institution
could gain some increase in
recognition.

Maintaining the status quo does not address
two key concerns. First, educational agents
have indicated that it is challenging to recruit
students because IBS is not known, and
feedback from graduates who have indicated
they are disadvantaged when seeking jobs
because IBS is largely unknown and does not
have a strong presence in the local
community. Recruitment initiatives may need
to continue to rely on expensive promotional
strategies such as tuition discounting and
higher agent fees to differentiate from and
compete with other institutions. A more
substantial reputation and image would allow
IBS to better support student recruitment and
graduate job placement.
Furthermore, unlike the impact of sales
strategies diminish when they are
discontinued, a brand and image are enduring
and add value to the organization. Reputation
becomes an intangible asset that can become a
key driver of promotion for the institution. If
IBS does not actively promote its reputation,
it also risks becoming a less attractive choice
for students when reviewing their educational
options.

Externally
Managed Sales,
Marketing and
Promotional
Campaign

This option would involve
engaging a consulting company to
develop and lead a reputation-building
campaign. Such a campaign would be
done in consultation with the IBS. Such a
campaign would provide the marketing
and recruitment departments assets and
collateral, which IBS could then use in

The campaign should have a
very professional presentation and be
developed by experts in the field. A
professional firm would also guide both
the development of messages and the
management of channels. An external
agency would probably be more
efficient as IBS would probably not
face the same conflicting demands on

There is a risk that the campaign may
be too polished and like a sales pitch.
Employees may not have the same sense of
ownership, and it could create a feeling that it
is someone else's job and therefore, they do
not need to do anything. A campaign
developed and delivered externally would not
likely be as enduring as one that is created
internally. Building a successful image in
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Grassroots
Strategy/Build
from Within

their promotion, or the marketing firm
could fully manage the campaign.

employees' time. It would also likely
have a more professional and ‘polished’
appearance.

education relies on all employees to buy in
and articulate an authentic message. It is
crucial to reconsider the objective. The image
that IBS is trying to promote is not just
towards the prospective student. It is also
directed towards its peers. As noted in the
assessment criteria for Macleans rankings of
colleges and universities, one of the
assessment factors is peer review. Campaigns
focusing on selling to peer institutions are not
likely to be as successful as more authentic
relationship-building strategies (Dwyer,
2020). Reputation-building campaigns can
also be costly, which is likely to be a
restraining force on any initiative.

This approach would involve working
from within the organization to develop
an image-building campaign. The focus
would be developing a standard set of
values on which messaging can begin,
then later drawing on existing
connections and relationships of people
in the organization and project and
developing those relations externally.
This strategy would include supporting
academic and professional associations,
small event initiatives, and building
direct connections between institutions
and businesses and other institutions
through personal connections. Like AL
concepts, this approach is based on the
principle of leading from the inside out
(Cashman, 2017). Since stakeholders in
the organization would potentially be
drawing on their personal contacts and
thus connecting their own reputation to
that of the organization, they must trust
and see themselves as part of the process

Alumni and students help
introduce opportunities to develop new
relationships. Authenticity is vital in
building a reputation and image, and
therefore the institution must be
consistent about what it says, what they
are and what they do (Modella & Jain,
2013). When the entire organization is
involved and has ownership in its
reputation development, it will thus be
perceived as more authentic and
accepted and more representative of its
collective image. This approach aligns
well with the change path model, as it
engages the people in the process,
which in turn contributes to mobilizing
and accelerating the process internally.
A vital advantage of this option is that it
builds an enduring value to the
organization and its people's capacity to
continue developing and
communicating the image. While there
may be some costs to engage external
support for training, this approach will

Organic processes such as this can take
time and internal resources as it would first
involve discourse and dialogue within the
organization, and then an action plan with
small incremental actions facilitated through
connections, introductions, and affiliations.
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be less expensive than options that rely
more heavily on resources from outside
of the organization.

Seek Formal
Accreditation

Organizations have traditionally
gained acceptance, credibility and
recognition for their programs are
through formal accreditation channels.
There are different types of
accreditations. Most educational
jurisdictions have a form of mandatory
accreditation, and it must be achieved for
the institution to operate in that
jurisdiction and qualify for government
funding and immigration programs.
While numerous bodies provide this
accreditation, the four common ones are
AACSB (the Association to Advance
Collegiate Schools of Business)
Accreditation is a collegial
process conducted by peers from other
institutions and overseen by the
accrediting body (Eaton, 2001). Peer
evaluations are conducted by peers from
other institutions and based on peer
institutions' standards and accrediting
bodies. While input from business
organizations is included, many quality
measurements have to do with faculty
academic credentials, institutional
resources, and research (Morgan et al.,
2012). The process, however,
emphasizes the need to build positive
relationships with peer institutions.

Proponents of the two more
prestigious accreditation systems
advocate that membership is a sign of
quality and that graduates from the
more prestigious accredited schools
achieve better results and are more
highly sought after by employers
(Morgan et al. 2012). Accreditation
would enhance an institution's
reputation, and following this logic, it
would be more attractive to prospective
students. While an internal desire for
institutional improvement should drive
accreditation, it also serves to set
guidelines and standards to which
member institutions must conform to
maintain the accreditation. Doing so
serves as a driving force for quality
(Lejeune et al., 2015).

There are several constraining factors
related to accreditation for a smaller aspiring,
private, for-profit institution. Systems such as
AACSB have membership requirements,
which may limit the eligibility of IBS.
Accreditation can be a lengthy process, taking
up to seven years to complete. Accreditation
and membership fees can be expensive, plus
the ongoing reporting requirements can
consume considerable human resources.
There is a trade-off between individual
identity and conformity to a norm. (Lejeune
et al., 2015) Strict accreditation guidelines
may ultimately limit how business schools
can differentiate themselves from each other,
and constraints of accreditation may affect an
institution's ability to adjust its programs
quickly to conform to the changing needs of
the business (Schlegelmilch, 2020). Changes
to accreditation standards may impact an
institution's autonomy and the ability to set its
priorities and may ultimately alter the
institution's identity (Lunt et al., 2018).
The most critical questions in the case
of accreditation for a school such as IBS are
whether it is necessary and making a material
difference to recruit students and graduate
students who will be successful in finding
jobs.
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Relationship
Building
Pathways and
Partnerships

Strategic partnerships can involve
a wide range of activities, including
student and faculty exchange,
collaborative programming, and degree
pathways. Degree pathways, which are
frequently referred to as two plus two
agreements, are often between college
diploma programs and degree programs
where a student spends two years of
study at one and then transfers to the
second to complete their degree.
Partnership programs create positive
opportunities that have the potential for
mutual benefit to all parties. As a result
of the COVID pandemic, there is now
increased growth in the acceptance and
interest in collaborative online
international learning (COIL), which
provides a new range of opportunities for
partnerships.

IBS already has established
pathway relationships that it can build
on. IBS also already has an established
presence in the University Mobility in
Asia and the Pacific (UMAP), an
association of universities and higher
education institutions in the Asia
Pacific, promoting cooperation and
student exchange between member
institutions. While considerable time is
required to develop and maintain
agreements, the financial outlay is
relatively minimal. Relationship
building helps to build organizational
capacity and integration into the higher
education environment. Pathways can
provide both a way to enhance
reputation and image and drive
recruitment. Employees can drive the
building of relationships at various
levels in the organization. The
opportunity and process of developing
these connections can help attract new
faculty and staff and provide new areas
that they can pursue in their fields of
expertise, strengthening their
connection to the institution.

Institutional partnerships can take time
to develop and constant and persistent efforts
to maintain to be successful. Often
memorandums of understanding are signed
and forgotten. Relationships between
institutions are often the result of personal
connections, and when people leave, so too
does the momentum for the initiative. Also,
the relationship develops a connection
between the two institutions, and adverse
actions can also negatively affect that of the
partner.
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Appendix E: Proposed Implementation Timeline
Phase/Timeline
Month 1
Awakening/
Mobilization/

Month 2
Awakening/
Mobilization
Month 3
Awakening/
Mobilization
Month 3-4
Mobilization

Month 6
Mobilization/
Acceleration
Month 7-12
Acceleration

Month 12 – 18
Acceleration/
Institutionalization

Description
• Scoping the framework
• Review Project Scope and Need with Strategic Planning Committee
• Presentation to Academic Council and HEIG
• Confirm proposed strategy to proceed
• Introduce Project Concept with Strategic Planning Committee (SPC)
• Create subcommittee/Focus Group
• Introduction of concept to internal stakeholders
• Host Discussion forums with Council Members and Employees
• Data collection for ME framework
• Complete Measurement and Evaluation Metrics
• Review of the topic with external stakeholders (Industry, Agents,
Regional Managers
• Collection of Data
• Review and synthesize information with SPC Committee,
• Broaden Project Coalition Team
• Reputation building workshops
• Learning, reporting and dissemination
• Review and endorsement of the plan through AC and HEIG
• Budgetary Approvals and Resource Allocations
• Maintain feedback and communications
• Reputation ‘Ambassador’ Training
• Development of Communication Collateral
• Monitoring, & Collection & Synthesis of Data
• Development of Reputation Risk Management Plan
• Reinforce desired organizational cultural attributes
• Reporting and Dissemination
• Conduction qualitative and quantitative assessments of the impact on
critical areas identified in Theory and Logic Map
• Review of OGSM and Balanced Scorecard to determine outcomes
and measurements achieved

Desired Outcomes
• Endorsement and support from key senior level stakeholders
• Confirm need and sense of urgency
• Develop a Road Map
• Form a ‘Guiding Coalition’

• Information sharing
• Helping People understand and make sense of change
• Collect information from Employees and Council Members
• Stakeholder Mapping
• Well articulated understanding of priorities
• Consultation and agreement on OGSM development
• Confirmation of implementation plan and measurements for
monitoring and evaluation
• Introduction of measurements into the OGSM.
• Development of RACI Charts
• Finalize implementation strategy and identify critical
milestones.
• Achieve project milestones
• Communicating Progress and Success
• A strong, cohesive organization with all employees having a
shared sense of purpose and role in the institution's
reputation
• Celebration and recognition
• Reputation management
• Ground reputation building within the organizational culture
and performance expectations
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Appendix F: The Balanced Scorecard
Customer
• Satisfaction, retention, international
enrolment market distribution and
share
Monitoring Measures
Qualitative • Satisfaction Surveys Spot Check
• Student Surveys
• Graduate Surveys
• Student Leadership Feedback and
reporting through departments
• Student forum with the President
Quantitative • Consultations, Forums, Meetings

Evaluation Measures
Qualitative • Satisfaction Surveys
• Agents, Students, Alumni, Pathway
Partners
Quantitative • Student Retention Rates
• Recruitment and Market Distribution
• Pathway Success Rates
• Professional Association
membership rates
• Satisfaction Surveys
•
•

Internal
• Processes – response times, new
products, time, cost
• Partner and critical stakeholder
relations

Learning and growth
• Employee satisfaction and
information, organizational
capacity

Financial
• Return on investment and
economic value added to
the organization

• Stakeholder consultations
(employees, agents, Parent
company, government agencies)

• Faculty/Staff forum Feedback
• Department meetings and
consultations

• Parent Company Meetings

• Pulse check surveys**
• Communication Feedback loops
• Weekly Leadership Meetings
• Department Meetings
• # Reputation Building events

• Employee Retention Trends
• Professional Development and
Training sessions Trends
• Pulse check surveys**

• Monthly monitoring and
reporting on KPI’s*
• Pulse check surveys**

• Employer Surveys
• Regulatory reports
• Partnership Satisfaction
• Enrolment & Graduation Rates
• Application and Conversion Rates
• # Partnership Agreements
• Graduate Outcomes/Employment
Rates
• Partnership and stakeholder
consultation frequencies

• Performance Reviews
• Feedback from

• Reputation Scanning
• Ownership Opinions

• Employment retention Rate
• Employee Engagement Survey
• Employee Retention Rate
Cumulative
• Professional Development and
Training sessions Cumulative

• Financial Performance
Measures (E.g.
EBITDA***)
• Media scanning for
frequencies

Note*. Key Performance Indicators
Note**. Pulse Check Surveys refer to periodic checks by leaders to assess their leadership approach and the underlying objectives of inclusiveness in
the process, a sense of ownership in building the reputation, and the development of relationships.
• Note. *** Earnings before interest, taxes, depreciation, and amortization
Adapted from Kaplan, R.S & Norton, D.P., (1996). The Balanced Scorecard. Harvard Business School Press.
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Appendix G: Monitoring and Evaluation Measures
Metric
Impact Measures
Recruitment
Employee
Satisfaction/Engagement
Graduate Outcomes

Rankings

Standardized
Reputation Rankings
Qualitative Measures
Change Process

•
•
•
•
•
•
•
•
•
•
•
•
•

Employer Perceptions

•

Student Perceptions

•
•

Faculty/Staff
Perceptions
*M- Monitoring/E-Evaluative

•

New students Recruited
Social Media Tracking
HEIG Employee Engagement
Survey
Graduate Outcomes Survey
Graduation Job Placement
Professional Association
Designations Achieved
Macleans Magazine Rankings
Other rankings
Media Tracking
RepTrak or Reputation Quotient

Process survey posts discussion
forums.
Pulse checks with faculty and staff,
during group sessions, Department
team meetings, feedback shared
and discussed at weekly Senior
Leadership Team meetings,

Frequency

Type(M/E)*

•
•
•

Quarterly
Monthly
Annual

E/M

•
•

Desired Outcome

E

•
•
•

Enrolment growth per HEIG targets
Social Media tracking TBD
>80%

Annually
Two-year outcome
tracking for ministry

E

•

>80% placement in a job related to
the field of study

•

Tracking ongoing

M

•
•

TBD

•

Pre/Post Project

E

•

TBD

•
•
•
•

Once for post-test
Pulse checks ongoing

E\M

•
•

Favourable engagement

Annual – selected
group
Quarterly

M

•

Favourable impression

M

•

What influenced students decision to
choose IBS
Favourable comments regarding
perceived reputation
Favourable feedback on

Interview with employers
regarding feedback on graduates
New Student Survey
End of Term Survey

•

Survey of employees on their
feelings about IBS Reputation with
discussion forum

•

•

•

•
After 24 months

E

•
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Appendix H: Comparison of Reputation Quotient & RepTrak Reputation Assessments
Reputation Quotient
Products and Services
• Stands behind products/services
• Offers high-quality products/services
• Develops innovative products/services
• Offers products/services that are of good
value
Workplace Environment
• It is well managed
• It looks like a good company to work for
• It looks like it has good employees
Vision and Leadership
• Has excellent leadership
• Has a clear vision for the future
• Recognizes/takes advantage of market
opportunities
Financial Performance
• Record of profitability
• It looks like a low-risk investment
• Strong prospects for future growth
• Tends to outperform its competitors
Emotional Appeal
• Good feeling about the company
• Admire and respect the company
• Trust the company
Social Responsibility
• Supports good causes
• Environmentally responsible
• Treats people well

RepTrak
Products and Services
• Offers high-quality products and services
• Offers products and services that are a good
value for the money
• Stands behind its products and services
• Meets customer needs
Workplace Environment
• Rewards its employees fairly
• Demonstrates concern for the health and wellbeing of its employees
• Offers equal opportunities in the workplace
Vision and Leadership
• Has a strong and appealing leader
• Has a clear vision for its future
• It is a well-organized company
• Has excellent managers
Financial Performance
• Is a profitable company
• Delivers financial results that are better than
expected
• Shows strong prospects for future growth
Innovation
• It is an innovative company
• Is generally the first company to go to market
with new products and services
• Adapts quickly to change
Governance
• Is open and transparent about the way the
company operates
• Behaves ethically
• It is fair in the way it does business
Citizenship
• Acts responsibly to protect the environment.
• Citizenship Supports good causes.
• Citizenship Has a positive influence on society.

Note. Adapted from: Fombrun, C., Ponzi, L. & Newbury, W. Stakeholder Tracking and Analysis: The
RepTrak® System for Measuring Corporate Reputation. Corp Reputation Rev 18, 3–24 (2015).
https://doi.org/10.1057/crr.2014.21, and, Fombrun, C., Gardberg, N. & Sever, J. The Reputation
Quotient: A multi-stakeholder measure of corporate reputation. J Brand Manag 7, 241–255 (2000).
https://doi.org/10.1057/bm.2000.10
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Appendix I: Stakeholder Communication Mapping
Stakeholder

Degree of
Degree of Communication
Influence on Impact on Objective
Reputation
Reputation

Communication Strategy

Responsibility

Industry/Business Future
Employers

High

Consultation meetings, social
media, Surveys, Press
Releases, Fact Sheets,

P, CO, PD, F, A

Consultation meetings, social
media, Surveys, Press
Releases, Fact Sheets

RM,PD, CO,

Consultation meetings, social
media, Surveys, Press
Releases, Fact Sheets

P,VPA,D

Low

Involve
Consult
Build Relation
Appreciation

Recruitment influencers
- Agents

High

Low

Involve
Consult
Build Relation
Appreciation

Industry Pathway
Partners/Professional

High

Low

Involve
Consult
Build Relation
Appreciation

Associations Ranking
organizations/Media

High

Low

Inform

Updates, social media

P, VPA

Educational Pathway
Partners (schools, Colleges,
universities)

High

High

Involve

Updates, consultation
meetings, social media

P, VPA, D

Consult
Build Relation
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Appreciation
Business School
Accreditations

High

Low

Consult

Updates, consultation
meetings/conferences, social
media

VPA, P

Prospective
students/families

Low

Low

Inform

Email, social media,
Webinars

RMD, CO, R

Students

High

High

Collaborate

Email, social media,
Consultation Meetings, video
messages, email, Surveys

SS,CO,P

Alumni

High

High

Collaborate

Email, social media,
Consultation Meetings, video
messages, email, Surveys

SS, CO

Update Meetings, Internal
Newsletters, email, social
media,

P

Consultation meetings, social
media, Surveys, Press
Releases, Fact Sheets

RMD,CO

Update Meetings, Internal
Newsletters, email, social
media, Surveys

VPA, PD, CA,
SS, CO, P

Update Meetings, Internal
Newsletters, email, social
media,

CA, P, CO

Training
Parent Company

High

High

Collaborate
Inform
Consult

Regional Recruitment
Managers

High

Faculty

High

High

Collaborate
Training

High

Collaborate
Training

Staff

High

High

Collaborate
Training
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Academic Council

High

High

Collaborate

VPA, P

Inform
Consult
Government Agencies
- BCCIE,CBIE, Trade
Commissioners

Low

Regulators (Provincial
Gov’t)

Low

High

Inform
consult

High

Inform
consult

Updates, virtual/in-person
visits/conferences

P

Reports, Updates through
President

P

Reviews
Immigration

Low

High

Inform

Reporting

P, R

Reporting

P

consult
Other Universities and
Colleges

Low

High

Inform

Note. P – President; CO – Communications Officer; RMD – Recruitment and Marketing Director; VPA-Vice President Academic;
PD – Program Deans, Directors, Heads; SS – Director Student Services; CA – Campus Administrator; R-Registrar; F-Faculty; AAlumni; S- Students
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Appendix J: Change Process and Communication Plan with Implementation Timelines
Change Path
Model & Core
Activities

Awakening

1.
2.
3.
4.

Identify Need for change
Articulate Gaps between
current and future states
Develop a powerful vision
Communicate the vision

Mobilization

5.
6.
7.
8.

Kotter 8 Step/
Acceleration
Model

Objectives

1.
2.
3.

Create a Sense of Urgency
Build a guiding coalition
Develop a vision and
Strategy for Change

4.
5.

Make sense of the desired
change
Assess power dynamics
and build coalitions
Communicate need for
change
Leverage change agent
abilities to benefit change
Communicate the Vision
to build support
Empower Broad-based
action

Acceleration

9.

Institutionalization

Continue to engage and
empower others
10. Build momentum
11. Manage transition and
celebrate small wins and
milestones

12. Track change
13. Adapt and modify plan as
needed
14. Deploy new structures to
create stability

6.
7.

8.

Generate Short term wins
Build on the Change and
create momentum

Incorporate the change in
the culture

Months 1-2

Months 2-4

Months 5-16

Months 17-18

•
•

•
•

•
•
•

•
•

•
•
•
•
•
•
•

Learning
Develop awareness and
understanding
Consultation with target
groups
Research the issues
Establish common sense of
need and purpose
Enlist executive-level
support
Determine the desired
outcomes (Outputs)
Assess Current status
(Inputs)
Identify Gaps

•
•
•
•

Building
Identify and engage
Reputation Committee in
planning processes
provide Training
Create a stakeholder map
Agreement on monitoring
and evaluation metrics
Inform the organization
and key stakeholders

•

Implementation of plan
Relationship building
Create external awareness
of organization objectives
Report on progress and
achievement of milestones

•

Consolidation
Establish project goals into
the operational objectives
and goals
Preserve and protect
reputation
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Communication
Strategy

•

•
•

•

Collect preliminary
information from all
constituents and
stakeholders
Discuss with Senior
Leadership
Inform the internal
stakeholders of direction,
discuss importance
through town hall
meetings and Collect
feedback
Scanning and analysis of
current collateral and
channels for
communication

•

•
•
•
•
•
•

Distribution of
communication
responsibilities
Stakeholder analysis
refinement
Broader constituent and
stakeholder consultation
Develop targeted strategies
Communications training
Develop key messages
Development of online
input channels and follow
up strategy

•
•

•

•

•

•
•

•

Implementation of
communications campaign
Monitoring and scanning
of communications and
media
Regular updates through
email, town hall meeting
(2/quarter)
Regular updates,
celebrations of success and
recognition
Monitor and respond to
feedback through online
channels
Stakeholder consultations
Ongoing integration with
HEIG communication
channels
Develop crisis
communication strategy

•

•

•

•

•

Assessment of
communications objectives
and address any areas of
concern
Ongoing Celebration and
success stories recognition
Ongoing monitoring and
scanning engrained into
operational systems
Ongoing stakeholder
consultations incorporated
into planning calendar
Communications
objectives incorporated
into OGSM and individual
performance goals

